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ABSTRACT 


This thesis presents a conceptual scheme which focuses on 
the formation of knowledge as an elemental process in the func- 
tioning of complex bureaucratic systems. The methodology 
utilizes case studies of programs and incidents relating to the 


Government of Alberta. 


In Chapter II, major theoretical perspectives bearing on 
the study of bureaucratic organizations are reviewed. This 
includes reference to Marx, Weber and Michels; and comments on 
human relations concepts, functionalism and systems theory. 
The development of cybernetic models is outlined providing a 


background for the thesis model. 


im Chapter. lll, the cybernetic model presented in this 
thesis is described, citing its relationships to previous 
models, its, limitations, and the characteristics of its key 


components. This is accompanied by a graphic outline. 


Chapter IV contains an analysis of the mental health case, 


based on a major programming crisis in the Government of 
Wiberta... Thiss case, illustrates, the wiility of the cybernetic 


model as a descriptive and analytical tool for understanding 


complex government processes. It sensitizes the analyst to the 


power of information control, the operation of error, distortion 


and verification, and the critical relationship between 


knowledge formation and subsequent action. 
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in Chapters V, Vivid fandevidr, the four subsystems of the 
expanded model are described and discussed using further case 
histories. These subsystems, each in itself a cybernetic 
process focusing on one of the four elements implicit in any 
purposive action, are designated as follows: ideo-telic, 


techno-methodological, mechanical and respondent. 


Chapter IX discusses theoretical findings. It is concluded 
that a complex organizational system is fraught with diffi- 
culties if the knowledge which forms at each stage, on which 
decisions and actions are based, is not composed of representa- 
tive information concerning the initiating social phenomena. 

The formation of representative information sets, the elements 
of knowledge, is jeopardized by two processes. One is the 
erroneous formation of knowledge, resulting from deficiencies in 
intelligence, time and memory in relation to the complexity of 
the phenomena. The other process is malformed information sets 
resulting from deliberate information distortion and manipula- 
tion, emanating from the activity of subversive value centres in 
the system's communication process. This chapter outlines a 


paradigm of models that emerge from the previous analyses. 


In the final chapter, implications for public policy are 


reviewed, focusing on issues yelapang to jhe complexity and 


diversity of social life, the uniqueness of social phenomena and 


the function of parity information in democratic societies. 
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THE MCRPHOLOGY OF BUREAUCRATIC KNOWLEDGE 


CHAPTER 1 


INTRODUCTION 


This dissertation is a theoretical response to a concern 
about bureaucratic organizational systems. This study will 
present a conceptual scheme which focuses on the formaticn of 
knowledge as an elemental process in the functioning of 


bureaucratic phenomena. 


One of the most pervasive sentiments encountered in popular 
critiques of western society is that democratic life styles are 
being increasingly threatened by the bureaucratic nature of 
social life. Gouldner reviewed similar attitudes in modern 
theories cf bureaucracy, criticizing the "metaphysical pathos" 
of pessimism and fatalism.1 There is no question that nearly 
every major institutional sector of society, whether it be 
educational, eccnomic, governmental, military or religious, is 


moving increasingly towards greater rationalization and 


bureaucratizaticn. Thais. is seen in centralization and 
integraticn of activities, occupational specialization, 
elaboration of regulations and specifications, and the 


federation of computerized data systems containing personal 


files. 
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In The Homeless Mind, Peter Berger and his colleagues2 view 
bureaucracy as one of the _ key phenomena ons modernity, 
arbitrarily superimposed on nearly every sector of social Tite. 
As an impersonal fcrm of organization, treating the individual 
“as a number", it is particularly threatening to the 
consciousness of individuals who affirm individualistic and 
personalistic values. They comment: 

Where such values are highly developed, it is likely 

that the intrinsic abstraction of bureaucracy will be 

felt as an acute irritation at best or an intolerable 

Oppression at worste In such cases the "duties" of 

the bureaucrat collide directly with the "rights" of 

the client - not, cf course, those "rights" that are 

bureaucratically defined and find their correlates in 

the "duties" of the bureaucrat, but rather those 

"rights" that derive from extrabureaucratic values of 

perscnal autonomy, dignity and worth. 

If it is true that one of the major discontents in modern 
life is the dominant presence of bureaucratic process yielding 
feelings of alienation, helplessness and incomprehensibility, 
then it is incumbent upon the social scientific community to 
analyze and explain this phenomena, if only to insure that the 


independent and free inquiry of social life will not itself 


succumb in time to the bureaucratic mentality. 


The writer of this thesis experienced a unique cpportunity 
to contribute to a social scientific understanding of 
bureaucratic phenomena. During a five-year period from 1966 to 
1971, the writer served as Special Consultant to twe Premiers 


and their cabinet ministers in the Government of Alberta. This 
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assignment provided exceptional freedom to become directly 
involved in mumerous areas of governmental policy development 
and programming. It was the type cf opportunity to explore and 
reflect on bureaucratic process that would have been impossible 


on a formal research basis. 


During the period as Special Consultant to the Executive 
Ceuncil (Premier and Cabinet), the writer had central 
involvement and responsibilities in research, conceptual 
analysis and organizaticnal formation of many pregrams, 
including the fcllowing: 

(1) Community Opportunity Assessment (nine-volume poverty study) 
(2) Inventory of Governmental Services (six-volume analysis of 
government programs) 

(3) The White Paper on Human Resources Development 

(4) Human Resources Research Council 

(5) Human Resources Development Authority 

(6) Mental Health Study 

(7) Pencolcgy Study 

(8) Reorganization of the Department of Welfare into the 
Department of Social Development 

(9) Reformation of the Ministry of the Provincial Secretary 

(10) Establishment of the Department of Culture, Youth and 
Recreation 

(11) Task Force on Urbanization and the Future 

(12) Alberta Service Corps 


(13) Alberta Ecology Corps 
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(14) Northern Development Study 


The theoretical formulations in this thesis grew out of 
this rich experiential background. Participation and 
involvement in the above listed and other projects, involving 
attempts 18) modify and change conplex bureaucratic 
organizaticns, led to an emerging conceptualization of knowledge 


as an “axial principle" in bureaucracy.* 


This thesis, then, is a theoretical work resulting from an 
experience analcgous to that of the participant cbserver of 
field anthropologist. It has two major elements. One is the 
outline of a complex cybernetic model of the bureaucratic system 
in process. The second element is the presentation of 
illustrative case histories. All are taken from programs and 
policies established by the Sccial Credit administration in 
Alberta (which held power for 35 years, from 1936 to 1971), and 
all occurred during the tenure of the researcher as Special 
Ccnsultant to the Executive Council, with the exception of the 
Wabasca Case (which occurred under the succeeding 
administration, but related to regulations and policies 


established by the previous government). 


Despite the well-known analysis of Merton,> we are not yet 
able to adequately explain why pureaucratic systems, with all 


their modern communications techniques, burgeoning pools of 
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Heee cua eson and expert opinion, are unable to function 
sensitively and effectively in social affairs. There are 
compelling reasons to believe that a part of the answer lies in 
the nature and uses of knowledge in bureaucracies. It is the 
purpose of this thesis to develcp a model adequately descriptive 
of the precesses by which information is collected and processed 
and knowledge is formed and disseminated in bureaucratic 
systems, and to explore theoretical implications based on this 


model. 


In this thesis, an effort will be made to gain some new 
insights into our modern bureaucratic systems by fecusing on 


information and knowledge as critical variables. 


Control of infcrmaticn and its resultant effects on action 
and behavior has always been an obvious phenomenon of social 


life. This is reflected in the following popular slogans: 


"What you don't know wen't hurt you". 
"Tgnorance is bliss". 

"This is on the Q.Te". 

"It is better if I don't know". 


"T']] tell you if you promise not to tell anyone 


elise". 


This relationship between knowledge and consequences finds 


more explicit formulation in organizational life where there is 


often an obsession with information control.® Institutional 


strategies include confidential files, classified information, 
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espionage to discover military, political and industrial 
secrets, Pick vast eens perjury. The critical role of knowledge 
is continually evident in major policy battles between advocates 
of increased citizen participation and open informaticn systems, 
and administrators concerned with maintaining security and 
centrol cf kncwledge files.” Although acknowledging that power 
is ultimately based on ability to make real a threat, it appears 
that operational power within large organizational systems is 
related increasingly to accumulation and control of information 
and knowledge - "what you know" is becoming as important as "who 


you know", 


Breed, in his shortened version of Etzioni's The Active 


To assert that knowledge is a key component in ccmplex 
society is to say nothing new. It should not be 
necessary to precleim the significance of this vital 
ingredient in a society that relies on education, 
science, and the need of individuals to understand not 
only their own specialty but their small place in the 
dazzling interdependence of millions and billicns of 


cther elements. 


Nevertheless ia does seem necessary. Social 
scientists, in their quest to understand this 
fragmented but delicately organized world, have 
devoted much more attention to power than to 
knewledge. The decisions that are made to keep the 
world running and accelerating are seen in terms of 
men in positions of power. More attention to 
knowledge will be required in the post-modern world, 
with new demands and new questions and issues that 
surface and peak with extraordinary speed - an apt 
case being the speed that "ecology" issues hit 


politicians in 1969. 


With strong knowledge a group or society can more 
effectively seek its goals. It is freed from 
responding blindly, of in a traditional fashicn, to 
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new conditions. Knowledge is a major source of a 
society's capacity to guide itself. Neither power nor 
compassion is enough. Great differences in the 
quality and use of knowledge distinguish one group or 
society frcm ancocther.8 

The morphology, form and structure, of knewledge in 


bureaucracies is the focal point in the theoretical model 


developed in this thesis. 


Sociological studies are always confronted with the 
methodological problem of choosing between case studies and 
survey studies. The ocne-case study method, which has been 
employed by many organizational theorists,® affords depth 
insights and allows a generation of hypotheses but the inability 
to test the hypotheses. The survey method allows for general 
statements,1° but these may be of such a high level of 
abstraction, involving only a few select variables, that they 
have limited utility when relating back to specific 


organizations with simultaneous complex interactions. 


in terms of a general science of organizations, the latter 
methodology is defensible when quantification of seccial data 
relating tc testable hypotheses is possible. However, since the 
present task is development of a theoretical model, there seems 
to be merit in accepting the analysis of selected case studies 
as more fruitful for the Clarification of theoretical concepts. 


Hopefully, at some future time, theoretical statements generated 
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by this model can be translated into operational hypotheses 


making fossible critical assessment. 


In the remainder of this thesis, the theoretical origins 
wild be briefly explored, a complex cybernetic mcdel will be 
defined, and illustrative case history material will be 
presented. Fellowing the theoretical and case study 
presentations, ccnclusions will be drawn concerning models of 
organization, and some implications dealing with sccial policy 


will be outlined. 
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THEORETICAL BACKGRCUND 


In this chapter, the major theoretical perspectives bearing 
on the study of organizaticn will be reviewed. An appropriate 
starting point for the study of bureaucratic theories is the 


classic analyses of Marx, Weber and Michels. 


Classic Theories 


The Marxist concept of bureaucracy focused on the operation 
of the state administraticn and viewed its function as a 
mechanism by which the masters of the capitalist society 
dceminate cther social classes and perpetuate class division.1!1 
For Marx, the bureaucracy was a specific social group that had 
no essential universal function. It was the instrumental arm of 
the capitalist class, composed of incompetents who lacked 
initiative and imagination and who utilized trivial symbols and 
myths to justify their position. The bureaucracy was a symptom 
of class division and alienation, and in the Marxist view it 
would be dispensible with the emergence of a classless, 
communist society. The administrative tasks, fcermerly the 


domain of the bureaucracy, would now become the responsibility 


of every individual, and every man would be both administrator 


and beneficiary of that administrative effort. 
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The development of Weber's ideas about bureaucracy, in many 
Ways a reaction to the Marxist thesis, grew out of his typology 
of domination and legitimation.12 The large scale prevalence of 
bureaucracy in modern society was a manifestation of the legal 
type of social domination. Bureaucracy for him was not an 
identifiable group, such as Marx's state administration, and 
neither was it a product of a particular social, cultural class 
system. Bureaucracy was an organizational style that 
proliferated large organizations in all institutional sectors. 
It was a structure which had hierarchical forn, where 
administration was characterized by the specialized knowledge 
and division cf labour, abstract, rational rules and formal 
impersonality, which Weber asserted produced maximum 


administrative efficiency. 


A third classical theorist, Michels,13 assumed bureaucracy 
to be a prevailing form of organization, similar to Weber's view 
but opposed to Marx's concepte What was problematic for Michels 
was not the necessity of bureaucracy, but the possibility of 
democracy within a large scale bureaucratic organization. 
Michels idealized direct participation by members in policy 
formulaticn but asserted that the increasing perplexity of 
organization made this possibility less and less real for the 
rank and file who did not have the requisite kncwledge of 
skilis. Out of this he developed his “iron law of cligarchy", 
which saw the monopolization of power by the leadership, as 


inherent in the structural nature of a bureaucracy. 
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These classic writers provided concepts of bureaucratic 
organization which, despite their limitations, posed issues 
which are still a challenge to theoretical analysis ae 
bureaucracye They ail sensed in bureaucracy a threat to the 
free expressicn ona political participation of society's 
members. Marx saw it as an instrument of oppression serving the 
narrow interests of the capitalists. Weber viewed increasing 
bureaucratization as a major threat to democracy and freedom in 
the western world. Michels saw an inevitable erosion of 
democratic participation as bureaucratic organizations became 
increasingly complex. A ccntemporary theoretical inquiry is 
challenged by these classic assertions to re-examine the nature 
of bureaucracy, and to seek new theoretical insights that may 
offer possibilities for redefinition and reorganization of 
modern life in some directicn other than inevitable bureaucratic 


dcmination. 


Weber and Michels both considered knowledge to be a 
significant element in the operation of bureaucracy. Weber 
wrote, "“Eureaucratic administration means fundamentally the 
exercise cf control cn the basis of knowledge. This is the 
feature of it which makes it specifically rational".1* For 
Michels, the specialized knowledge acquired by the leadership, 
and the manipulation of informaticn communicated from leaders to 
members, is central to the process by which an oligarchic systen 
emerges. In these theories, knowledge was assumed to be 


critical, but the theoretical elaboration of the nature and form 
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of knowledge was not emphasized. 


elaticns Theories 


The generaticn of theorists that followed these classical 
writers focused on narrower organizational issues such as 
efficiency in production, the sccial experience of wcrkers, and 
effective decision-making, which related to practical problems 


facing administraticn and management. 


Taylor, who gave original definition to the school of 
scientific management,15 attempted to develop objective criteria 
for job performance which would help maximize the productivity 
of the individual worker. Time motion studies and precise job 
classifications (which are still widely used) emerged as the 
techniques in scientific management's mechanistic model of 
organization. Later theorists and research studies discredited 
this approach for its disregard of psycholcgical and 
sociological variables affecting worker performance.!® This 
theoretical approach was largely limited because it attempted to 
solve crganizational problems through an inappropriate level of 
analysis, the individual, and employed a harrow conceptual 


medel, the machine. 


The need to include feelings and attitudes of workers in an 
analysis’ \of) andustrial organization led to the development of 


what is commonly called the human relations school.1? Following 


the picneering work of Mayo and his colleagues at the Western 
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Electric factory,!8 the theoretical focus in many organizational 
inguiries shifted os the interaction between the individual and 
other members of his immediate work group. Out of this analysis 
emerged a ccnceptual distinction between formal and informal 
organizaticn, the fcrmer describing patterns prescribed by 
formal administrative rules, while the latter defined the 
behavioural patterns arising informally from the interaction of 
individuals working in a group. Leading interaction theorists, 
including W.F. Whyte and Ge Homans, stressed sentiments (how 
individuals feel and respond), activities (how individuals act), 
and interactions (relaticnships and contacts) as critical 
variables in organizational studies.!9 The human relations 
approach moved the level of analysis from mechanical and 
physiological factors to psychological and social-psychological 
vatiables. However, theorists of this schocl, whose 
explanations derived from individual and small group phenomena, 
did not acknowledge emergent organizational properties that are 


net subject to reductionist analysis. 
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The dominant scciological framework that raised the level 
of analysis from the individual to the organization is 
functionalism, which employs the central concept of "system", 20 
Having its ancestry in early organismic models, followed by the 
inflexible structural-functionalism of cultural anthropologists 


such as Malinowski and Radcliffe-Brown, this basic theoretical 
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orientaticn gained dceminance through the work of Merton on 
conceptual refinement (freeing it from conservative bias with 
the concepts of functional and dysfunctional conseguences) ,2! 


and the elaborate applicaticns by Parsons to societal phenomena. 


Parsens views the organization as a social system composed 
Prac ibe yateusse which operate to meet four basic functional 
requirements of the larger system: adaptation, goal achievement, 
integraticn and latency rescoluticn. The analytical focus is on 
values and their differentiation into various normative patterns 
determining the manner in which the functional requirements are 
met. Parsons? contribution is that he has provided a 
theoretical perspective that can relate to various levels of 
analysis from the individual through to the macrosocietal 


structure, #3 


A major criticism has been the "maintenance bias" inherent 
in his theoretical formulations, which makes it difficult to 
satisfy questions regarding conflict and changee2* The model 
outlined in this thesis has characteristics that relate to the 
modern functionalist's systems framework. However, the model 
moves outside the homeostatic, equilibrium, system survival 
debates cf functionalism to adaptive, self-mnodifying and 
organizational reforming issues.2% While Parsons focuses on the 
cultural patterning and organization of values, this model 


focuses cn the organization of information and knowledge. 
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Decision-Making and Cybernetic Systems 


The model in this thesis has closest relationship to 
organizational theories focusing on decision-making processes 
and communicaticn networks. Herbert Simon defined the central 
task of participating in purposive organization as decision- 
makinge2& He developed an organization theory that attempted to 
integrate both human relaticns and economic theories ky focusing 
On raticnal and non-raticnal aspects in formal organizations. 
In an eccnemic model, decisions would be the rational conclusion 
of complete knowledge related to value preferences. However, 
Simcn viewed the possibility of complete rationality as bounded 
by the real decision-makers! limitations arising from 
unconscious habits, personal motivations and values, and the 
limitations in basic knowledge and information. This last 
category of knowledge limitation in Simon's organizational 
theory relates directiy to the topic of this thesis. Simon's 
pioneering work shifted attention to organizations as decision- 
making, communicating units. It remained, however, a social- 
psycholcgical perspective, analyzing individual characteristics, 
and was limited in explaining broad organizational issues found 


in bureaucratic systems. 


The theoretical model which provides a basic crientation 
for this thesis is general systems theory, originally outlined 


by Ludwig von Bertalanffy.27 Moving beyond the limitations of 
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mechanistic and organismic models, and focusing on elements of 
communication and control in open systems, this model has 
incorporated the principle cf "feedback" central tc Norbert 


Wiener's definition cf "cybernetics",28 


The cybernetic system is basically a feedback network that 
cycles information through detectors, governors and effectors, 
allowing the organization to ccntinually re-adjust on the basis 
of new infcrmation. This approach, while acknowledging the 
telic nature of formal organizations, is not locked into the 
cencept of social equilibrium whose control mechanisms attempt 
to bring deviant behaviour back into compliance with 
organizational norms. The cybernetic model is not as rigid, and 
can conceptually handle restructuring of the organization in the 


light of new information. 


Hughes has described a new cybernetic systems mcdel which 
embodies self-modifying ccommunicaticn networks. He defines this 
type of system as "a collection of interacting, diverse elements 
which functicn (communicate) within a specified environment to 
process information in order to achieve one or more desired 
objectives. Feedback is essential...a cybernetic system is 


complex, dynamic and adaptive".29 


This model suggests that simplified but helpful analogies 
for human organizaticns, such as "bureaucracies", can be found 
in electronic networks, nerve systems and computers. these 


communication mechanisms "function as ‘sense organs', furnish 
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‘interpretations! of stimuli, perform acts of recognition, have 
'‘memory', ‘learn’ from experience, carry out motor actions, are 
subject to conflicts and jamming, make decisions between 
conflicting alternatives, and follow operating rules of 
preference or 'value' in distributing their ‘attention', giving 
preferred tnentwen ee to some messages over others, and making 
other decisions, or even conceivably overriding previous 
operating rules in the light of newly ‘learned' and ‘remembered’ 
informaticn. Parallels for this behaviour in the fields of 
psycholcgy, neurophysiology, and cultural anthropclogy are 


striking", 30 


The application of this cybernetic model to human 
organization has been advocated and developed by social 
theorists such as Boulding,3! Deutsch32 and Buckley.33 Although 
still in the embryonic stage, this conceptual approach offers 
the premise of new understanding into modern bureaucratic 
complexes, and forms the dominant conceptual crientation 


utilized in this thesis. 


Development of Cybernetic Mcdels 


In the fcllowing section, the theoretical development and 
elaboration of models incorporating cybernetic concepts will be 
outlined. This summary treatment will both place the model 
developed later in this thesis within a theoretical, historical 
cautests and will indicate the areas where the model advanced in 


this thesis inccrporates and expands elements in the cybernetic 
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process that were not implied in earlier schematic outlines. 


Etymology 


The etymology of the term "cybernetics" began arene 
antiquity: 
(1) In the sWataagint (Proverbs 23: 34; Ezekiel 27: 8,27,28) the 
term has reference to the master of a ship. 
(2) The term had a political connotation, such as Plato's 
reference to the selective aspects of governing ( Republic, I, 
346 B.). 
(3) The Greek term was carried into Latin as "gubernator" which 
became the basis for the English werd governor, a term used to 
describe the function of political decision-making and also the 
self-adjusting valve on mechanical steam engines. 
(4) Andre Ampere in the 19th Century devised the term 
"cybernetique" in his Essay_on the Philosophy of Science where 
the term referred to the science of civil government and 


politics. 34 


A ccntemporary use of the term cybernetic to refer to 
Communication and informaticn ccntrol in relation to political 
and governmental systems, has a history that dates back far 


beyond Norbert Wiener's classic introduction of cybernetic 


theory in 1948.35 


The first mcdel (Figure 1) is a classic presentation of the 
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Figure 1: Bertalanffy Model 


CONTROL 
oR i< 
FEEDBACK 


Ludwig von Bertalanffy, General system Theory, 
New York: George Braziller, 1968, p. 43. 


-—e 


feedback phenomenon that characterized the operation of a 


homeostatic process. This model, taken from von Bertalanffy's 
introduction to General System Theory, illustrates the 
elementary feedback mechanism. He states that this basic model 
"is a circular process where part of the output is monitored 
back, as information on the preliminary outcome of the response, 
into the input, thus making the system self-regulating; be it in 
the sense of maintenance of certain variables or of steering 
toward a desired goal".36 Bertalanffy points out that this basic 
mcdel incorporates the classical stimulus-response scheme, with 
the additicn of a feedback loop so that the causality becomes 
circular. The flow "represents a machine-like element, that is, 
an order of processes based upon fixed arrangements and 
representing linear, though circular, causal trains".3? Singh 


has catalogued its specialist applications: 


called "feedback" by communications engineers; 


Ttices 

"servo system", "“closed=lcop" or "closed=-cycle control 

system" by systems engineers; "homeostasis" by 
"reflex neural Ciccule by 


hysiologists; ne ul pant 
Eertaboi ks “petitio principii" by logicians; 
“vicious circle" by psychoicgists; and "boon and slump 


cycle" by econcmists. 7% 


The fcllowing diagran (Pigure 2) presents Singh's model of 
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Figure 2: Singh Model 


Error reporting signal 


Jagjit Singh, Great Ideas in Information 
Theory, Language and Cybernetics , 
New York: Dover Publications, 1966, p- 92). 


a servo 


following 
Such 


steering system and a feedback mechanism, with the 


commentary: 


a -device is called a "servo", meaning a 


mechanical slave. It is a power-boosting invention 
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to g 
steéa 
thei 
apEr 
the 
wind 
this 


jally called for by the need to manifulate 
easingly unwieldy rudders of ships as ships began 
row in size. Marine designers therefore built 
m steering engines to turn the rudders, arranging 
rixcontrol valves admitting steam =o the 
opriate engine cylinder in such a way as tc keep 
ship automatically on a2 fixed course, come wave, 
, gust, or gale. There is nothing mystericus in 

type of selif-steering mechanism. FOL it 


functions in exactly the same manner as the erstwhile 


heln 


sman that it displaced. As we know, the helnmsman 


at the ship's wheel estimates by means of a ccmpass 


the 
cour 
the 


deviaticn between the ship's actual and desired 
se and uses this infcrmaticn to turn the wheel to 
precise extent required to correct the deviation. 


The ship's self-steering servomechanism likewise uses 


sign 
betw 
outep 
the 
othe 
to 
auto 


als reporting the deviation or angular difference 
een the actual and prescribed course to modify the 
ut of the engine activating the rudder exactly to 
extent required to rectify the reported error. In 
r words, the output of the steering engine is made 
influence its own input so as to steer the ship 
matically cn its prescribed course. This feature 


whereby the output of a system is used to contrel the 


sour 
is 


ce of its driving fower in such a way that power 
throttled, on the one hand, if its output rises 


beyond a determined point but is amplified, on the 


othe 


ry if the output lags, so that the systen 


regulates itself autcmatically at the prescribed 


leve 
purp 


1, is the heart of all control systems simulating 
oseful or teleological behavior. 39 
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The elemental insight in feedback mechanisms is that 
informaticn communicating the consequences of a system's own 
action is inccrforated into the decision defining subsequent 


action. 


The simplest systems orient their behaviour towards the 
attainment of a pre-programmed or fixed goal - they are blind 
automata which cannot seek new goals or innovate in the sense of 
learning to seek new objectives based on new information. This 
limitation is described by Deutsch: 

If the feedback is well designed, the result will be a 

series of diminishing mistakes - a dwindling series of 

under-and-over corrections converging on the goal. If 

the functicning of the feedback or servo-mechanism is 

not adeguate to its task (if it is inadequately 

"“dampened"), the mistakes may become greater; the 

network may be "hunting" over a cyclical or widening 


range of tentative and "incorrect" responses, ending 
in a breakdown of the mechanism. 49 


While the simple, mechanical feedback model could serve as 
an adequate conceptual analogy for such devices as thermostats, 
it had limitations as a schema for behaviour and activity that 
was able tc move beyond original pregrammed goals to new goals 
that were not defined in the original system. This requires a 
more elaborate model which has usually been referred to as a 
self-organizing, self-modifying and self-adapting system. This 
model seemed to be more appropriate for understanding more 


sophisticated functions such as those encountered in the neural 
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processes of the body, the learning process in psychclogy, and 
the behaviour of social organizations. These models can 
anticipate elements of complex systems such as learning and 
Memory. In this elaborated cybernetic model, rather than 2h 
decisions being related to the attainment of a sirgle fixed 
goal, the systen evaluates a goal, selects a strategy or method 
for the attainment of that goal, and if the results are not 
successful it can select ancther method, or define a new goal or 


objective. 


The concept of a self-modifying communication system as 
descriptive of human process is implicit in the work of George 


Herbert Mead in Mind, Self and Society: 


eeethe central nervous system has an almost infinite 
number of elements in it, and they can be organized 
not only in spatial connection with each other, but 
also from a temporal standpoint. In virtue of this 
last fact, our conduct is made up of a series of steps 
which fcllow each other, and the later steps may be 
already started and influence the earlier ones. The 
thing we are going to do is playing back on what we 
are doing now" (p. 71). “As we advance from one set 
of responses to another we find ourselves picking out 
the environment which answers to this next set of 
respenses. To finish cne response is to put ourselves 
in a position where we see other thingsee. Our world 
is definitely mapped out for us by the responses which 
are going to take placeeee The structure of the 
envitcnment is a mapping out of organic responses to 
nature; any environment, whether social of individual, 
is a mapping out of the logical structure of the act 
to which it answers, an act seeking overt expression" 
(pep. 128-29, and footnote 32, Dp. 129). Nit. 41s 
through taking this role of the other that (the 
perscn) is able to come back on himself and so direct 
his own process of communication. This taking the 
role of the other, an expression I have so often used, 
is not simply of passing importance. ites. goOU 
something that just happens as an incidental result of 
the gesture, but it is of importance in the 
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development of cooperative activity. The immediate 
effect of such role-taking lies in the control which 
the individual is able to exercise over his own 
TeESPonsSeeee From the standpoint of social evolution, 
it is this bringing of any given social act, or cf the 
total social precess in which that act is a 
constituent, directly and as an organized whole into 
the experience of each of the individual organisms 
implicated in that act, with reference to which he may 
consequently regulate and qgevern his individual 
conduct, that constitutes the peculiar value and 
Significance of self-ccnsciousness in those individual 
organisms" (p. 154, including part of footnote 7).*! 


Kurt Lewin addressed himself in 1947 to the feedback 
phenomencn in relaticn to social diagnosis in action. He states 


the following: 


Planned social action usually emerges from a more or 
less vague “idea." An objective appears in the cloudy 
form of a dream or a wish, which hardly can be called 
a goal. To become reali, tc be able to steer action, 
something has to be developed which might be called a 
"plan." The transition from an idea to ae plan 
presupposes that: (i) The objective has to be 
clarified; (ii) The path te the goal and the available 
means have to be determined; (iii) A strategy of 
action has to be developed. These three items 
together make up the "general plan" which is to 
precede action. 


It should be noted that the development of a general 
plan presupposes "fact-finding." The original state 
of the idea of the goal corresponds to an area in the 
social field or the life space of the individual that 
is but little structured in itself and the relation of 
Wiseh “tortthe “rest cf) the. field. is, motu clearly 
determined. Fact-finding is necessary to structure 
the goal, its relation to the total setting and the 
path and means which may lead to the goal. On the 
basis of this fact-finding the goal is usually 
somewhat altered in light of the findings concerning 
the means available. 


The emerging “general pian" corresponds to a field 
which contains the structure of the goal, and the 
steps to the goal in sufficient detail to serve as a 
blueprint for action. It is important, however, that 
such a plan be not too much frozen. To be effective, 


see 


a aw ivege 
aa¢0 sit: rf 
obtr love tae’ #0°2 
say! to Ge ROA Fe pace cee 
a4 Abe aa wales are. ae Ont 
psy Ape Ww 
* alnegse Ena: leek” e: 
¢ox wt Woeew 


traew home wh 
hah See” ae 
Lavbie thet seed? 2 


pooh te 


ey 


Se seat 


= 


Boe ne «. aan 
er. ie ie 


g 


tei) Paty eye 


igi has ; sib cick si oa 
a Ne fio Oe pair 
at i sree trygeuta 
yeva SoyTe we as + fe 
re on my pe ee 


24 


plans should be "flexible." The flexibility of plans 
requires the fcllowing pattern of procedure: Accepting 
a plan does nct mean that all further steps are fixed 
by a final decision; cnly in regard to the first step 
should the decision be final. After the first action 
is carried out, the second step should not follow 
automatically. Instead it should be investigated 
whether the effect of the first action was actually 
what was expected.*2 


Lewin makes reference to the function of feedback in 
military technclogy such as self-targeting gun employs, 
ccmparing this to the nature of social and administrative 
actions. He comments: 

An efficient steering of social action presupposes 

that fact-finding methods have to be developed which 

permit a sufficiently realistic determination of the 

Mature and position of the social goal and cf the 

direction and the amount of locomotion resulting from 

a given acticn. To be effective, this fact-finding 

has tc be linked with the action organization itself: 

it has tc be part of a feedback system which links a 

reccnnaissance branch of the organization with the 

branches which do the action. The feedback has to be 

dcne so that a discrepancy between the desired and the 


actual direction leads "automatically" to a correction 
of actions or to a change of planning. 43 


This cybernetic analysis of social phenomena has had a 
Sporadic history _in social science. Recent efforts led by 
Buckley to focus systems theory on sociological issues reflects 
an awakened interest in the thecry of cybernetic information 


communication applied to social organization. Buckley himself 


has outlined a rudimentary social feedback model in the 


following form (Figure 3): 
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Figure 3: Buckley Model 
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Walter Buckley, Sociology and Modern Systems 
wneory weenglewood ‘Clatis, N.d.: Prentice-Hall, 
ane 1967 5p ., 7S. we 


A mere elaborate mcdel (Figure 4) incorporating 


cybernetic concepts has been outlined by Easton to analyze the 


political process in dynamic terms. In describing the model, he 


comnents: 


eee In effect it conveys the idea that the political 
system lecks like a vast and perpetual conversion 
process. It takes in demands and support as they are 
shaped in the environment and produces something out 
of them called outputs. But it does not let our 
interest in the outputs terminate at this point. We 
are alerted to the fact that the outputs influence the 
supportive sentiments that the members express toward 
the system and the kinds of demands they put i.e 20 
this way the outputs return to haunt the system, as vee 


were,.*5 


The troken lines in the box labeled "The political 
system" suggest that, through the return flow of 


demands and support, the authorities cbtain 
infcrmation about these possible consequences of their 
previous tehavior. This puts the authorities in a 


position to take advantage of the information that has 
been fed back and to correct or adjust their behavior 
for the achievement of their gcals. 
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It: is the fact that there can be such a continuous 
flew of effects and information between system and 
environment, we shall see, that ultimately accounts 
for the capacity of a political system to persist in a 
world even of violently fluctuating changes. Without 
feedback and the capacity to respond to it, no system 
could survive for long, except by accident.*6 


Figure 4: Easton Model 
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While Eastcn considers he model to be rudinentary,*? ae 
does illustrate the utility of the complex adaptive modei as a 
descriptive and analytical tool, and the conceptual advance it 
represents, in relation to the simple feedback models, for 


studying dynamic social processes. 


The model that will be analyzed in the following chapters 


will pursue this higher crder cence ptualization of cybernetic 


systems. 
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CHAPTER Iii 


THE THESIS MODEL 


Norbert Wiener, the founder of modern cybernetic theory, 
considered the study of communication and control as essential 


for the analysis of social systems. In his book, The Hun Use 


of Human Feings, he wrote: 


It is the thesis of this book that society can only be 
understood through a study of the messages and the 
communication facilities which belong to it... The 
needs and the complexity of modern life make greater 
demands on this precess of information than ever 
before, and our press, our museums, our scientific 
laboratories, our universities, our libraries and 
textkooks, are obliged to meet the needs of this 
process or fail in their purpose. To live effectively 
is te live with adequate information. Thus, 
communication and control belong to the essence of 
man's inner life, even as they belong to his life in 
society. +48 


Concordant with this perspective, the model of a cybernetic 
system that will be developed in this model reflects both 
cencepts that have evolved during the history of cybernetic 
models, which were summarized above, and insights derived from 
the observation and analysis of the communication system 


operating in a large, complex government. 


Before this model is described, some comment should be made 
regarding expectaticns that are reasonable at the present time. 
Buckley rightly cautions analysts about the theoretical 


complexity involved in modelling complex social organizations 
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according to feedback concepts. He states "a model seems valid 
as a generalized picture of what tends to occur in group goali- 
seeking or what would (or perhaps should) occur were it not for 
‘complicating factors'; but these complicating factors are nee 
what prevents the analyst from any easy use of the model. "49 His 
comments are net intended to discourage theoretical efforts in 
this direction, but rather to indicate the primitive state of 
this type of scientific exploration in social analysis. [In 


Buckley's source book, Modern Systems Research for the 


Behavioral Scientist, his introductory comments, regarding work 
in the area of self-regulation and selif-direction in 
sociocultural systems, emphasize the "regretably small number of 
social scientists who have approached the sociocultural systen 
from the modern systems perspective to any serious extent", 50 
The science of cybernetics, as one of the most promising areas 
of mcdern systems theory, has only recently been used explicitly 
in social analysis. Political scientists, such as Karl Deutsch 
and David Easton, abandoning equilibrium and organismic models, 
pioneered the exploration of social and political precess from 
the viewpoint of cybernetic concepts. They systematically 
outlined input-output, feedback-control, adaptive and self- 


directing processes in the social systen. 


When one examines complex bureaucratic governmental systems 
which now dominate social life in North America, there is an 
overwhelming sense of complexity, with program layered on 


program, a plurality of competing value orientations, a massive 
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range of laws, regulations and activities, a dearth of consensus 
cn sociceccnemic indicators to assess results, an alarming 
build-up in size, and a seemingly irreversible consolidation and 
centralization of jurisdictional powers. In the face of tis 
vast bureaucratic social reality, it is a difficult task to 
develop any model ‘that might adequately outline the essential 
Maveieies and processes that operate within that complex 


system. 


The model that will be outlined in this thesis evclved over 
the past five years, which included a period of private 
research, study and reflection by the writer. It emerged out of 
the afcrementioned experience of the writer in a complex 
governmental systea. In an attempt to understand the critical 
incidents involving policy conflicts, personal 
misunderstandings, program failures and diverse expressions of 
manipulaticn and "empire-building", certain elements involving 
informaticn and knowledge formation and control emerged as 
Significant, recurring features. Paralleling this slowly 
evolving abstraction was the writer's involvement in a formal 
program of study and analysis of contemporary social scientific 
theories. This graduate education process related to the 
governmental experience in a dialectic manner, with the formal 
social scientific training serving as a critique, and adding 
precisicn to the emerging mcdel of bureaucratic process; while 
the participatcery experience indicated the limitations and 


inadequacies of prevailing theoretical formulaticns about 
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complex bureaucratic organizations. 


The model developed out of this interactive process which 
moved between formal theory and practical experience. As this 
inductive exercise became an increasingly systematic reflection, 
the constructs took the shape of a complex cybernetic model that 
oriented inquiry to the significance of knowledge fermation for 
description and comprehension of bureaucratic process. In this 
thesis, the mcedel is presented, described, illustrated and 


analyzed. 


Not surprisingly, most existing models are rudimentary as 
analytical tools when applied to the social reality of complex 
organizations. The model developed in this thesis will attempt 
to further elaborate the cybernetic perception of social 
systems, thereby contributing to the ongoing clarification of 
the elemental processes that operate in large bureaucratic 
instituticnal environments, such as the government. BY 
participating in this theoretical exercise, an assumption has 
been made that complex social processes in North America operate 
according to communication and control principles that remain 
identifiable. The other perspective would be to view western 
society as an increasingly complicated, disorganized system 
composed of many discrete centres of activity, each operating by 
random legic with the whole systen increasing in entropy and 
moving tcward utter chaos. This perspective has increasing 
legitimacy in the face of the inability of society tec cope with 


basic phencmena such as inflation and urban crime, and could no 
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doubt serve as a theoretical base for a study in social entropy. 
However, this thesis is based on an alternative theoretical 
commitment that sees complex social organization, despite all 


the contingencies, as self-correcting in principle. 


Elements of the New Model 


The system model outlined (depicted in Figure 5) has three 
dimensicns. The first dimension represents social action, 
including the phenomena appropriate to the organization's 
purposes, and the activities and programs of the organization in 
relation to those phenomena. The second dimension portrays the 
informaticn formation process, illustrating the stages and 
streams that are involved in developing a symbolic 
representation as a basis for decision and action. The third 
dimensicn symbolizes the operation of values, expressed as goals 
and objectives serving as the control and regulating mechanism 


in selecting and guiding action. 


The model can also be separated into five vertical 
divisions. The first division comprises the original phenomena 
ox social situation serving as the initiating element in the 
system; the second division is the communication process 
comprising individuals and organizations engaged in generating 
informaticn and knowledge about the phenomena; the third 
division is the control/decision centre which incorporates the 
decisicn-making mechanism, operating individually or as a 


collecticn of people; the fourth division is the effector 
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action, which is the instrumental activity flowing from 
decisicns and functioning as the effector in the cybernetic 
sense; and the fifth divisicn is the response, or ccnsequences 
of the system's activities, which in a social cybernetic model 
means the change in the social situation that was intended as 
the objective of men decision-makers. {As outlined below, the 
consequences become the new phenomena of a succeeding cybernetic 


leop of information and activity.) 


At this point an explanation should be made concerning the 
symbols used in Figure 5. Each box has three levels. Each 
level represents one aspect of the phenomena or information 
(physical attribute, value, emotion), and within each level are 
four positions which symbolize the possibility of variable 
states. To represent a particular pattern of social phenomena 
or the equivalent (or modified) information set, a unique 
configuration is highlighted in ¢ach box. Preceding each box 
symbolizing an infcrmation set are three vertical bars 
representing the precessing requisites of intelligence, time and 


MeEMOLYe 


The model in this thesis thus incorporates certain elements 


that are net present in other models: 


1. The model distinguishes between social reality or the 
human phencmena that are the object of the system's intentions 
and goals, and the image or information set that serves as a 


representaticn of this social reality. 
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2. Unlike previous models that operate with a single type 
of infcrmaticn input, this model identifies three qualitatively 
different types of information symbolizing three aspects of 
social phenomena. This reflects the difference kLetween the 
hature of social phenomena, and the nature of physical phenomena 
which are the focal point of cybernetic theories relevant to the 
areas of telecommunications, computers and neural physiology. 
This distinction essentially recognizes the elements of values 
and affect that do not operate in mechanical systems. (There is 
not yet a left wing computer that refuses to process military 
programs or that becomes depressed about the boredom in the 
tasks it undertakes - though the creators of Hal in the science 
fiction movie, "Space Odyssey 2001," anticipate this 


eventuality). 


3. The model views error net simply as the difference 
between the desired goal and the actualized goal, but as an 
information distortion process possible at a number of stages in 


the communicaticn flow. 


4, The model explicitly introduces the concepts of parity 
informaticn and verification information, essential for 


confirming information fidelity. 


5. The model identifies the evaluative nature cf control 
a7 terms of a third dimension specifying the system's 
value/action model (the first dimension is social action; the 


second dimension is the infcrmation sets). 
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6s The nodel outlines the three elements which 
Characterize the nature of the information processing and 


decision function. 


7. The fully expanded model (Figure 6) defines a complex 
system as an interaction of four cybernetic subsystems. 
Previous models did not elaborate on the communication process 
that operated from the time there was a system output through to 
the time of a resultant input back into the systen. The 
intervening processes were assumed and simply presented as a 


feedback lcop. 


These additional elements reflect the attempt to develop a 
mcdel which remains within the traditions of cybernetic language 
and constructs and yet incorporates those recurring aspects 
which are significant and problematic features in a real, 


complex bureaucratic environment. 


Limitations of the Model 


The model seeks to abstract from the total reality of 
governmental systems those behaviors that are significant to 
cybernetic functions. There are certain resulting limitations 
cn the mcedel: 

(1) By focusing on knowledge formation, the model makes certain 
assumptions about values. Values are considered to be the 
Critical element determining the definition of goals and 


objectives. Tt assumes that different values result in 
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different goal definitions, thereby requiring different sets of 
requisite knowledge. There is no description of values by type, 
origin or formation. 

(2) The model assumes the absence of economic constraints, which 
in real social situations operate to prevent goal attainment 
regardless of the maeauady cf knowledge. 

(3) The medel is a constructed type, and is not to be considered 
a formal theory. Its primary function is descriptive and 
heuristic. In its present form, it is not a predictive tool 


composed of formal, testable hypotheses. 


This model is designed to help explain certain processes in 
formal, ccmplex organizations. The model describes therefore a 
purposive, goal-seeking system that, at the outset, is oriented 
to a specific field of activity. The field of phenomena or the 
social reality which incorporates the first dimension of this 
model is given - it is not a question of having to select it 
over others. At this stage, we are not required therefore to 
deal with the problems of selective perception or other social- 
psychclogical mechanisms that operate when an organism chooses 


one field of activity against another as its focus of attention. 


A formal organization, such as an automobile ccrporation, 


attempts to sell vehicles at a profit to consumers who are the 
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respondents in that system. That social reality, the automotive 
consumer, is the starting phenomenon in that system. To the 
extent that their information is accurate about the consumer 
group, and their decision-making, planning and implementation is 
properly carried out, they will achieve the response which was 
their original deak: If their kncewledge about the consumer is 


faulty, then all their cther efforts are in jeopardy. 


The phenomenon in this model, then, is the social reality 
which the system is acting upon, either to maintain the existing 
conditicn or to alter its state in some other direction that the 
system considers valuable and desirable. In the complex system 
model, the phencmenon consists of the activity and behavior that 
results from decisions in the preceding systen. The social 
reality, as defined by this model, is made up of human beings. 
Human Sereuehe are comprised net only of physical attributes 
which they have in common with machines and simpler organisms 
but their state or condition also incorporates vaiues and ethics 
which crient their behavior, as well as feelings and emotions. 
There cannot be understanding of human organization without 
acknowledcing these three components as essential social 


ingredients. 


In the model, the phenomenon itself is distinguished from 
the information about the phenomenon. All the real activity, 
behavior and action is part of this reality dimension and is not 
ccnceptually equated with the knowledge, understanding or 


comprehension of that reality. By incorporating this 
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distincticn into a cybernetic model, it is hoped to clarify the 
confusion implicit in some models where feedback is equated with 
physical action and not with information about a particular 
physical activity. | 


2. Knowledge about the Phenomena 


The philosophical investigation of the origin and nature of 
human knowledge, called epistemology, is an expansive field, 
raising numerous problematic questions. It is accordingly 
incumbent upon an analyst to clarify the meaning of this tern, 
if it cperates as a critical concept in a theory. In a general, 
popular sense, knowledge is understood as acquaintance with the 
facts, familiarity with a particular subject, awareness of a 
Situation, the sum of knewn information, enlightenment, etc. In 
the context of this thesis, general meanings are not adequate, 


and the definition must be clarified. 


In this model, knowledge is the symbolic representation of 
specified phenomena, adequate for determining action that will 
attain goals relative to those phenomena. The fcrmation of 
knowledge is related, therefore, to (1) the goal of the 
observer, (2) the phenomena this goal specifies, and (3) the 
characteristics of the phenomena. The definition, in the 
cybernetic sense, is pragmatic - it is the informaticn required 
for the system to act "successfully", to reach its cbjectives, 


in a given situation. 
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This definition of knowledge as a symbolic information set, 
representative of the selected phenomena and linked to goal 
attainment is similar to the "symbcl system", or "model" of 
Deutsch. He states: 

in all cases, models must be tested for their 

relevance: do they match those aspects of the 

empirical process in which we are interested to a 

degree of accuracy sufficient for our purposes? 

Whether or not a model matches reality must be 

established by some critical process, that is, some 

physical process, simple or complex, that has one kind 

of outcome if the matching is close enough, and 

ancther outcome if it is not.5!1 

Assuming the action system has defined its goals and 
selected the appropriate field of phenomena (a subjective 
process), then the problematic issue in forming knowledge is the 
accurate representation of the characteristics inherent in the 
social phenomena. This is the objective aspect of knowledge, 


for the characteristics or elements of the observed situation 


are independent of the observer or analyst. 


To deal with this objective aspect of knowledge formation, 
the model assumes three constituent elements in the nature of 
social phenomena: (1) physical attributes, (2) values, and (3) 
feeling or emoticne The inclusicn of values and affect as 
formal aspects of social phenomena has kinship to Weber's 
“vyerstehen" sociology.52 This "social action" orientation, 
assumed to be essential for knowledge in this model, affirms 
that the observer whe forms the information set reguires an 


"inside" comprehension of the values and feelings inplacit in 
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the situation. 


Lacking this awareness, there can be no insight into the 
individual's or group's goals, or the type of acticn to which 


they would respcnd. 


This phenomenological triad uniquely distinguishes social 
reality from physical reality, and recognizes the volitional 
nature cf social systems that is not present in mechanical 
systems. In the model, accordingly, knowledge akout social 
phenomena inccrrorates three categories of information: 

(1) Infcrmation about empirical facts. This is information 
about social conditions based on physical indicators, generally 
considered the substance of positivist science. This 
informaticn is often referred to as sense-datum - facts gathered 
from chservation. 

(2) Infcrmation about values. This is information about the 
values, aspirations or goals which are the property of the 
social phenomena under consideration. 

(3) Informaticn about affect. This is information which 
symbolizes the emoticnal tone, mood, morale or feeling state of 


the social collectivity under discussicn. 


In any specified field of social phencmena, the 
configuration of the three categories of informaticn outlined 


above forms a composite, symbolic representation (kncwledge) of 
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the phencmenae The attainment of this knowledge, hcwever, is 
dependent cn three process elements: (1) intelligence, (2) time, 


and (3) memory (I-T-M). 


The scope and complexity of each situation in social 
reality, which is the focus of a purposive social organization, 
defines the requisite intelligence, time and memory essential 
for a knewledgeable understanding in relation to a specific 
objective. Any statement or message or symbolic formation which 
purports to represent that situation, which is based ona 
cognitive operation deficient in intelligence, time or memory 
essential for comprehending the situation, will yield erroneous 
informaticn and lack of knowledge. These three elements are 


briefly defined below: 


intelligence 


Intelligence generally refers to the capacity cf a system 
to reascn, understand, or ccmprehend the facts, truth or meaning 
in a situation. In the cybernetic sense, intelligence is the 
ability to develop "models" or symbolic representaticns of the 
environment and the system's relationship to it, enabling the 
system to successfully plan and execute an acticn that will 
bring the desired response from the environment. Arbib, in his 
discussion of intelligence,53 views it as the ability to 
perceive elements of a situation beyond “raw sensation", He 


suggests that intelligence has three properties: 


(1) Possession of a modifiable model of the world, 
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with its attendant adaptability. A system te act 

intelligently must not only be able to take properties 

of its environment into account, but must be able to 

update its record of these properties to take account 

of new observations and changing relationships. 

(2) Flexibility and generality. An intelligent system 

must not only use past experience to act adaptively, 

but must also be able to apply its past experience to 

Situations which are not superficially similar to 

those encountered before. 

(3) Flanning. An intelligent system should use its 

model tc plan and evaluate alternative courses of 

action before committing itself to one of them. Fora 

symbol-manipulation system there may be little real 

distinction between planning and action, but for a 

robot or an animal the distinction is very real and 

very important - it pays to recognize a precipice in 

advance and plan to avoid it rather than recognizing 

one's mistake after going over.5* 

In the thesis model, the possibility of successful action 
in relaticn to the sccial phenomena will require an intelligence 
capacity for symbolic reorganization and recombination 


appropriate to the ccmplexity of the situation. 
Zine 


As the number of elements and components ina social 
situaticn increases, and as the interaction patterns become 
increasingly complex, this will be reflected in an increasing 
volume cf information. Time represents the period or duration 
of concentration that will be required of the system to receive 
messages, recall relevant information from memory, and organize 


a symbol set which is representative of the phenomena in 


relaticn to the system's goals. 


As the target phenomencn of the system increases in scope 
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and complexity, the time requirement increases. Since time asa 
cenditicn is largely independent of the observer (even 
acknowledging superior human "comprehension speeds"), the 
limitations on knowledge are dependent on adequate time 


allocation by the system. 


As a decision-making system in government absorbs 
increasing responsibilities, ake must revert to tighter 
scheduling and time allocation. This generally is structured 
according to the needs of the decision-makers, and not the issue 
or social situaticn under review. This creates serious problems 
for ccmprehension, if the volume and compiexity of information 


increases, and available time decreases. 


Memory 


The memory of the system is the storage of past experience 
and specialized knowledge that allows the system to comprehend 
the information set that is flowing in for processing. The 
ability to understand this information is related te training, 
education and acquired experience. Mills, using the analogy of 


the prism, illustrates partially the function of memory: 


eeewhen someone acts in a social setting, that act, 
being caused by the interplay of forces within the 
actor, amcng group members, and between the greup and 
the external world, contains sets of information about 
the total situation and about its various causes. The 
trained observer (whether member or outsider), using 
(as it were) his mind's eye as his prisn, sees these 
sets, or types cof messages, to be meaningful, and is 
able to unscramble, decode, and arrange them.%* 
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Both DeutschS® and ArbibS? make a distinction between 


current, short-term memory and past, long-term memory. 


The first is the informaticn modelling the relaticnship of 
the system to its immediate, changing environment, and the 
second refers tc standing information pools which reflect past 
experience, available through recail to help us interpret 


present situaticns and plan appropriate action. 


4, Communication Stages 


In ccompiex organizations, it is common for the decision- 
maker or ccntrol group to be remote from the real phenomena - in 
fact, government leaders seldom take action on the basis of 
direct observation and experience. They generally receive 
informaticn from officials or representatives, who in turn are 
often positioned at the tcp of a hierarchical communication 


structure. 


Pi this model, four stages are identified in this 
communication process: 
(1) The presentation/observation stage 
(2) The transmission stage 
(3) The primary reception stage 


(4) The terminal reception stage 


The first stage is presentation or observation. At this 
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first stage, the characteristics and conditions which represent 
the phencmena under assessment or examination are organized into 
a descriptive statement. This initial representation has high 
fidelity if the three categories of the social phenomena aoe 
accurately symbclized, and sufficient as a basis for decision 
and action: any subsequent failures in goal attainment would not 
be the result of inadequate or erroneous information formed at 


this first stage. 


There are unigue problems in information formaticn at this 
stage. The observation of social phenomena and the possibility 
of apprehending the true nature of social reality is much more 
complex than the physical scientist's task of dealing with 
organic cr inorganic matter. Any specified social jphenomenon, 
whether it be an individual or a social organization, is itself 
a system having awareness and its own purposes. This means that 
scecial phenomena have a capacity to reveal only selected aspects 
of themselves, or to camouflage some of their true 
characteristics: as Goffman has illustrated, there is active 
management of images and impressions.58 The examination of a 
stone or a machine does not anticipate the possibility that this 
physical matter is itself thinking and developing alternate 
strategies of self-revelaticn. There is no role-playing and 
there can be no information control. In the complex model 
developed in this thesis, the communication process us san 
interaction between two or more subsystems, each subsystem being 


at its own level a complete cybernetic system. Since the social 
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phenomenon being observed is itself observing in return, the 
image which is revealed is a managed image reflecting its own 
internal goals. A classic example of this is government 
analysis of an ethnic group, such as an Indian band, which often 
reveals to white civil servants not what it considers to be the 
true situaticn, but an image it censiders will give the group a 


strategic advantage in relation to the government. 


The first image or representation of the social situation 
emerges in one of two ways, either by the participants who 
comprise the social phenomena themselves explaining or 
describing their current situation, or by some observer 
reporting and describing the state of the social reality. The 
occurrence of the individuals involved in the social situation 
themselves describing or forming the initial information set is 
very CCHMON. Interviewing respondents who describe their 
opinions in survey studies is a prime example. The other 
procedure involving cbservers is seen in the work of the field 
anthropclogist, the government investigator, or the newspaper 
reporter who first-hand views a human condition and selects 


certain features which form an information set. 


In preceding discussion it was noted that this initial 
information set would be an inadequate representation of the 
phencmena in terms of the interest and goals of the systen, if 
the individual or group forming this message was inadequate in 
the essential intelligence, time and memory that would be 


required to comprehend the situation in relation to the desired 
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objective. This kind of limitation is manifest in a variety of 
incidents. One type of case is the poor farmer whe describes 
his problems in terms cf low market prices when in fact his soil 
fertility is so marginai that there is no hope for ‘abe 
producticn. Ancther is an observer's description of a poor 
native person's low energy level as laziness when it cften is a 
matter of malnutrition. These types of informaticn failures 
reflect limitations in intelligence, time and background 


knowledge and experience which is referred to here as memory. 


The other kind of information error that can occur at this 
Stage, as it can at ali stages, involves the deliberate 
distortion of information as a strategy to alter or undermine 
the system's achievements. This will be outlined in a later 


section. 


This first stage in the communication process can be 
described in a number of wayse The result is an abstract model, 
a reconstructicn, combining symbolic elements (depending 
primarily on language). This symbolic representation, here 
called an information set, can be transmitted in a communication 
process. If it is not distorted, and mirrors the real phenomena 
in the decision process, the decision-maker could not have 
effectively improved his results, even assuming direct 


apprehension of the initial reality. 


The second stage in the communication process represents a 
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transmission stage, in which information is transferred from an 
initial presentation or observation, and organized for 
presentation to an intended receiver, in this model called the 
primary receptor. This second stage operation, which could ae 
termed “replicating representations, "59 is the classic task of 


the herald who tears the message from one agent to ancther. 


In this second stage, information error is often a 
censequence of memory limitation, where the transmitter or 
reporter lacks in experience or background knowledge, affecting 
the fidelity of the message during translation or 
interpretation. The representation of the phenomena received by 
the primary receptor no lenger corresponds to the information 
set formed at the first stage. Vital information is lost, and 


critical meanings distorted. 


In a government system, the actors in this communication 
stage are often the official intermediates who receive the 
reports, demands, complaints and other images, and carry them to 
a higher authority. It is this group that comprises the bulk of 
the bureaucratic hierarchy with which citizens must contend in 


attempts to make their views kncwn to senior decision-makers. 


At the simplest level, the function of this stage is rote, 
that. .6fa storing and repeating a message. In human 
communication, however, it is more likely to bea translation 
and condensation process. One of the most serious and common 


breakdowns of information at this stage arises from message 
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transmission across language groups. This occurrence is 
understandable in the area of bilingual translation, where 
informaticn is changed going from, for example, French to 
English, as is common in a federal bilingual system such as 
Canada's. For example, at the Montmorency Conference held in 
Quebec in 1965, the French faction of the national Progressive 
Conservative party argued for a "two nation" policy within their 
French meaning cf the term "nation" (which they eguated with 
culture or a social group). Many of the English leadership in 
the party fought against the concept on the basis of their 
English definition of the term "nation", which they equated with 
a political state. In the ensuing election of 1967 the national 
Progressive Conservative party attempted to explain this two 
nation policy, which precipitated a harsh political debate 
because the message received by the English electorate was 
ambiguous due to the semantic confusion. This factor was 
considered to contribute significantly to the defeat of that 


party at the polls. 6° 


A transmission breakdown is less obvious when the construct 
distortion arises nct frem translating from one language to 
another language but from the difference between general and 
specialist meanings of words within the same language group. 
This is a particular problem in social sciences where terms like 
"role", "status", “group" can all take precise meanings while 
remaining in current usage with a general, popular meaning. 


When, therefore, the findings of a social scientific review is 
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transmitted to a non-scientific receiver, there is a high risk 
of information distortion or loss. To illustrate, at the 
conclusion of one sociological analysis comparing the 
jurisdictional overlaps between federal-provincial agreenents 
and provincial departmental boundaries an elaborate cross- 
impact matrix was outlined to the members of Cabinet by the 
Special Consultant. At the conclusion of this rather technical 
presentation, cne minister pcintedly commented, "Would someone 
please translate that inte English for me", zt was a 
Significant response in terms of information flow and 
communication breakdcwn, for this same minister later objected 
strenucusly to organizaticnal reforms designed to coordinate 


government programs and restructure jurisdictional authority. 


When the mass media and press function as seé€cond stage 
transmitters or communicators, deterioration of the information 
set often involves the loss of information about empirical 
characteristics, and the elaboration of evaluation and emotional 
content. This transformation of the information set, 
heightening the spectacular and dramatic elements, is consistent 
with the objective of newspaper corporations to increase 
readership and circulation. The occasional domination by the 
press and other media over information at this second stage of 
the flow process (talk shows, exclusive interviews, etce), given 
their alterant goals, is highly problematic for a decision-maker 


if he has no alternate information source. 
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Stage Three: Primary Reception 


At the primary reception stage, information is collected 
and organized for presentaticn to the decision-maker. The 
participants at this stage, in a governmental system, are the 
senior officials, directors, committee officers, advisors and 
ccnsultants who undertake the preparation of reports and 


analysis that will serve as the information base for decision. 


In operation, these primary receptors carry out a "gate- 
keeping"61 function, which includes collecting and combining 
informaticn, as well as avoidance and rejection of other 
messages. This is designed to regulate the flow of demands, so 
that decision-making centres are not overloaded with excessive 


volume. 


Easton has an extensive discussion of this process, which 


he terms "demand reduction". He states: 


In most systems, even if the channels are well able to 
bear the lcad, the raw demands, in the form they take 
when converted from wants, seidom manage to get 
through unchanged to the ultimate centres where 
binding decisions are made. In most systems, except 
perhaps in the small primitive type, the demands will 
usually be subject to some kind of pre-processing 
which modifies them so that they are different than 
they were when first ccnverted from wants. ..e. Where 
the initial input of demands is heavy, as in the case 
of most modern and transitional societies, and 
especially where the channel capacity to carry the 
flow of demands to the authorities is more than 
adequate, the heavy volume would create serious 
difficulties for the decision-makers. They could 
scarcely be expected to give the demands serious and 
adequate consideraticn. eee Few systems could 
persist if all raw demands, those initially put into a 
System, proceeded directly, without modification, to 
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the authorities, the output pceints.&2 


Senior authorities in government and other large 
organizations seldcm allocate time to leave their official 
environment and perscnally investigate or report in-depth on 
issues for which they are jurisdictionally responsible. They 
generally depend on the functionaries at the primary reception 
stage. These individuals or groups are usually selected for 
their competence or professional abilities and often concentrate 
their efforts in specialized fields of expertise. Since the 
decisicn-maker to when they report may have multiple 
responsibilities, and hold his position on some basis other than 
professional qualifications (political skills), the primary 
receptors are in an extremely powerful position regarding the 
centrol cf information. If information is distorted at this 
stage, nis generally is not because of deficiencies in 
intelligence, time and memory, but because the functionaries 
have some alterant goal which they prefer as an achievement. By 
ccentrolling and modifying the messages which flow from them to 
the terminal receptcr or decision-maker, they can perhaps modify 


the ensuing acticns to suit their purposes. 


In this final stage of the communication process, an 
informaticn set is received by the individual or group who is 
the controller or decision-maker. Ministers of the Cabinet are 


examples of terminal receptors. This is the most critical stage 
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because the information set that is finally formed becomes in 
fact the knowledge upon which decisions are made and actions are 
carried out. The problems of knowledge formation for the 
controller or decision-maker is not dissimilar from proplewete 
features relating to previous information handlers. The 
decision-makers may not have sufficient intelligence in relation 
to the complexity of the particular phenomenon under inquiry, 
they may not have enough time to intake all the available 
informaticn, and they may not have sufficient education or 
experience (memory) to comprehend the information presented to 
them by the primary receptors. Ccmpounding the froblems of 
errors which result from the feregoing limitations, there is 
also additional vulnerability if the terminal receptor does not 
have ccmparative information sets which provide a parity, 


checking function. 


The possibility of subversion at this stage is more remote 
because it means that the decision-maker is engaged in a 
conflict cf interest which is a high risk exercise for a 
functionary in present governmental systems. In subtle form it 
may be the injection of cultural bias or prejudice into a public 
decision-making process; in’ a, flagrant ‘ferm it {involves 
corruption (kickbacks, payoffs and patronage). The decision- 
naker is superimposing personal values and goals on his 


responsibility as an organizational decision-maker. 


This terminal stage in knowledge formation operating inside 


the decision-making centre provides the basis for all subsequent 
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value/action sets. 


In this model, if the hypothetical information set A, B, C 
designate the three kinds of information which accurately 
represent the state of the social phenomena with which the 
system is ccencerned, then ideally a decision will he based on 
reliable and valid knowledge, if the information set utilized is 
A, B, C. This assumes that from the original definition through 
to the decision, there has been ne information loss, distortion 


or error during the communicaticn process. 


In reality, the maintenance of informaticn accuracy through 
multiple stages is unlikely. Easton, discussing information 


distortion in the political process, states: 


In part, however, the length, complexity, and fidelity 
of the transmission belt along which information has 
to be carried, if it is to reach the authorities, will 
contribute to the possibility and probability of 
errcre eeoil large-scale, more differentiated 
systems, where complex structures stand between 
members and the authorities, as information about 
Support moves along a flow network toward the 
authorities, it may be so reinterpreted that it no 
icnger mirrors the true state of mind of the 
members, 63 


In the model, there are four stages in the process where 


there is a possibility of information alteration. Using 


mathematical calculations, it can be estimated that a systen, 


communicating a set of three classes of information through four 


stages creates the possibility of 4,096 possible information 
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sets, if it is assumed that information fidelity is problematic 
at every stage. According to this model, maximum distortion 
would be represented by A subscript 1234, B subscript 1234 and C 
subscript 1234, which means that every aspect of the Pie hte 
set has been modified at every stage. Between this and the 
accurate representation kh, B, C lies 4,094 other information 
forms; e.g., one information set could be represented ky A1, B23 
and C4, which would indicate that for A, information error was 
introduced when the empirical characteristics were first 
presented, the value representation B23 would be a statement 
that had keen distorted both in transmission and additionally by 
the receptor, and C4 indicates that the emotion content of the 
phenomena was available at the processing stage, but was not 


accurately incorporated in the decision. 


This formula indicates that every additional stage through 
which social information must pass adds dramatically to the 
forms an information set can take. These possibilities are 


illustrated below: 


One stage = 8 
Two stages = 64 


Three stages = 512 


Ml 


Four stages 4,096 


Five stages = 32,768 


Theoretically, if you move beyond ten stages in the 


information flow, there are over one billion information sets 
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that can form, only one of which can be asserted as a 


knowledgeable set. 


6. Information Fidelity 


If the government's objective is to change conditions in 
society to some other state which they consider folitically 
desirable, then they must proceed on the assumption that their 
understanding of that social situation to which they address 
their energies is an accurate representation. Their original 
critique of the problems in society is based on their current 
informaticn about what societal conditions are. If their 
informaticn and their knowledge is not accurate, then their 
proposals for change are not appropriate. There is always the 
serious possibility that the government, acting on limited or 
distorted informaticn, will prepose progrens and actions which 
are not relevant and therefore the result will be some degree of 
failure. To the extent that a government is responding to an 
information set that is not representative of the phenomenon 
which it purports to describe, the response of the government 
will be a reaction not to reality but to an illusionary 
condition or problem. There will be a social consequence but 
this may even be partially unknown since the information 


processes are defective. 


The question of accuracy cr fidelity is raised when a 
decisicn-maker is provided with an information set which has 


been communicated through a number of stages, each a possible 
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source of error or manipulation (bias). 


This problem has been a central issue in the field of 
information theory. Working on the principle of reliability- 
through=-redundancy, coding structures in telecommunications have 
been developed to overcome the inefficiency of transmitting a 
message repeatedly to insure reliable reception. C.E. Shannon 
developed a theorem for maximizing the rate of information flow 
and maintaining arbitrarily high reliability, despite all the 


"noise" or signal mutilations along the channel.&* 


Others have put into operation various error-detecting code 


systems with parity checks. One such system is described below: 


Pethaps the biggest problem in data transmission is 
error detection. Static, Signal fading and other 
phcene-line interference can garble or even drop codes 
from a block of transmitted data. If these codes are 
ccmmand codes an entire transmission can be altered. 
To detect errors, systems employ a process of "parity" 
checking. Those which recognize only odd or even 
parity, however, can be fooled by dropped or added 
codes. DATATRAN is far more scphisticated. 


DATATRAN'S unique detection/correction feature ensures 
that each code transmitted reaches its destination 
intact - and returns intact. .«-«-eDATATRAN takes over, 
accepting the first 62 characters of data, adding a 
number of parity-checking codes of its own and 
translating frem binary to analog coding for 
transmission. The receiving DATATRAN automatically 
checks for completeness and accuracy. His no 
interference has cccurred, the data is translated to 
digital signals for computer processing and the 
process is repeated. If an error is detected, 
however, the receiving terminal rejects the block and 
calis for retransmissicn.6§5 


The principle of reliability-through-redundancy finds 


_ 


fullest expressicn in preparing important financial data for 
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computer processing. For example, information fcr cheque- 
printing is keyboarded by one operator, and a second independent 


Operator keyboards again for verification. 


Problems in human communication are more complex than those 
occurring in data transmission. The serious loss and distortion 
of information in a human transmission process has been proven 
in social-psychological experiments. One study of rumor 
conducted by Allport and Postman measured information 
modification through a chain of ten individuals, discovering 
increasing distortion, including simplification and exaggeration 


of detaiis, and the infusion of cultural bias.&6 


The parity infermation streams included in this nodel 


symbolize the essential function of redundant information as a 


basis for insuring the accuracy of a message. 


Government leaders often chocse to disregard the logic of 
"reliability-through-redundancy", and consequently they accept 
unverified information because they "trust" the source, only to 
discover later that they have acted on misinformation to the 


advantage of some subversive agente 


With the inclusicn of a parity information stream, there 
must also be added a verification information stream. This 
operates in these situations where the primary and parity 


informaticn sets are not in agreement, necessitating an inquiry 


to establish the origin of error, and determine what comprises 


an accurate representation. 
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This mechanism is clearly seen in the use of evidence and 
witnesses in judicial courts. In public bureaucratic systems, 
it takes the form of public inguiries, research studies, and 


royai commissions. 


7. Controi/Decision Centre 


This is the decision-making centre, which could variously 
be called, in cybernetic language, the control, reguiator, or 
governor. The critical feature is the model defining the future 
state of the phenomena, the goal or objective ‘hich is the 
purpose of the system. Correlated to the goal are a number of 
action sets linked to infermation sets. For each possibile 
incoming information set, which functions as a representation of 
the existing social reality, there is an action set, which 
defines instrumental goals (implicitly defining methods and 
services) that will effect a response, altering the present 


phenomena to a new state, which is the desired goal. 


Every purposive organization has one or more cbhjectives 
that can be redefined in terms of value orientaticns. Terms 
such as socialist, communist, right wing, liberal, refer to the 
kind cf value crientations which will guide a government in its 
activities and programs. If we assume these specific value 
orientaticas, then the action that will flow from these 
orientations will be dependent on the organization's knowledge 


cf the current state cf affairs, and depending on the 
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correspondence between the present state and the desired state 
espoused by the value, the action that will be decided upon will 
Varye Over time an organization will develop in its memory a 
whole range of value/action sets which had utility in altering 
one set of conditions to a more desirable set of conditions. On 
the basis of its experience, the organization learns what kinds 


of acticns are appropriate to what kinds of situations. 


In government there is a vast accumulation of value/action 
sets which correlate to various information sets. As long as 
these infcrmaticn sets are unchanged, there is little change in 
programs. In North |! America there are certain classic 
information sets, such as "welfare bum" and “drunken Indian", 
As long as any specific individual is presented within the 
definition of this infcrmation set, the consequential action is 
very predictable. The questicn of social justice raises the 
whole issue of how appropriate the government's information is 
regarding a particular person ofr group. This is a current 
ccncern ameng many civil rights organizations, who are alarmed 
by the increasing personal files maintained by government and 
financial crganizations upon which decisions are made about 
individuals. If that infcrmaticn is in some way erreneous, then 


the organizaticnal respense will be unjust or at least 


inappropriate. 


In the model, it is assumed that the action set "keyed" to 
the accurate information set is the only avenue to goal 


attainment. If an erroneous information set served as the basis 
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of evaluation and matching to the appropriate action set, the 
consequences wculd be different than those defined in the 


control mcecdel. 


The model cutlines three theoretical possibilities: 
(1) The control selecting an action set keyed to an erroneous 
information set (due to an I-T-M deficiency), yielding an 
unknown, undesired result. In popular language, this 
possibility would be based on a lack of "understanding". 
(2) The centrol (value model) activating an action set keyed to 
a reliable representation, resulting in goal attainment 
(assuming further staging is non-problematic). This is the only 
pattern in which the decision-making is considered kncwledgeable 
about the social situation. 
(3) The control (value model) selects an action which is related 
to an erroneous information set, which has been deliberately 
distorted, leading to a result which is unsuccessful for the 
system's objective. However, in terms of the subversive 
centrolsdecision centre (see below), the result was anticipated, 


and attains a desired subversive objective. 


The decision/centrol centre in the model focuses on the 
informaticn/action process. This model assumes as given issues 
such as the origin cf the values, the operation of memories, and 
probabilistic selective processes by which information sets are 
linked strategically to action sets. Deutsch, in the model he 
has developed,&’ pursues theoretical concepts of memories, 


selective recall, will, and consciousness which have relevance 
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to the explanation of functioning within this value/action 


(control) centre. 


However, the prime focus of this thesis, information 
fermaticn, delimits the model, pointing out areas for future 
development that now remain as assumptions. The theoretical 
work now underway by neurophysiologists and psychologists to 
develop cybernetic models of the human brain in the processes of 
thinking, learning and selecting®® indicates that the equivalent 
processes in purposive sccial organizations will be immensely 


complex. 


The human actors who take part in these functions of 
transmission and reception are enacting a formal role, which is 
only one of many roles as part of their human experience. tf 
they alter information for reasons other than incompetence, it 
is a strategic response to some other role system in which they 
are engaged. For example, an official may obtain information 
about the operation of a program which is damaging to his 
professicnal reputation or his ethnic grouping. If within his 
own personal experience, his economic role or his cultural role 
has pricrity, he may alter the information to accommodate his 


own needs, even though it undermines the organizational system's 


needs. 
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In order for a subversive actor to successfully manipulate 
a system, the fcliowing conditions are required: 
{1) The subversive actor must be knowledgeable about the social 
Situation under examination; that is, there must be a reliable 
informaticn set. 
(2) The goal of the subversive must be clearly defined anda 
specified acticn set which will accomplish the subversive 
system's objective must be selected. 
(3) There must be a full comprehension of the formal system's 
values and correlate goals, including understanding of the 
various action ssts that will be selected relative to the 
informaticn sets received by the decision-maker. 
(4) The subversive, knowing that the formal system acting on the 
basis of an accurate information set will’ accomplish purposes 
undesirable frem the perspective of the subversive system, 
distorts the information set being communicated to the decision- 
maker so that the selected action set flowing from this 
distorted image will, unknown to the decision-maker, result in 
failure for the formal system, but attain the goal of the 


subversive actor. 


In the feedback process, the formal decision-maker would 
become aware of his failure, but only if the information set he 
receives during the feedkack process is not distorted once more 


by some subversive actor who participates .in one of the 


informaticn process stageS. 
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The enly protection against this information manipulation 
process is the operation of an independent parity information 
stream that can detect message mismatch and, if necessary, 
verify representations. A major exception in the model to this 
safeguard would be the case of a decision-maker in a formal 
erganization who decides in favor of his personal objectives 
instead of the organization's objectives. This possibility is 
usually anticipated in government by certain conflict of 


interest laws which operate to prevent this type of occurrence. 


This component of the model represents the "real" activity 
which results from the system's decisions. Theoretically, it 
assumes that if the contrcel centre receives an accurate image of 
the existing social situation (i.¢e., that the decisicn-maker is 
knowledgeable), and if the regulatory process of selecting for 
each information set the corresponding actions requisite for the 
attainment of the goal, then the response to the acticn set will 
result in a new social situation which was the system's intended 


objective (this assumes adequate resources) 


The model also symbolizes two other action setse One is 
the consequence of erroneous information (deficient I-T-M) and 
+herefore the final results are not anticipated. The other set 
represents acticn corresponding to a subversive information set, 


producing unintended consequences for the formal system, but 
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achieving desired results for the subversive value system. 


This element in the model represents the altered social 
Situaticn which results from the action of the system. This new 
state, compared against the previous state, defines the degree 
of success the system has enjoyed in attempting to achieve its 
goal. If the entire cybernetic cycle (shown later as a complex 
of four systems) has operated efficiently, then the new state, 
in the definiticn of this mcdel, will be the realization of the 


goal. 


This new condition flows back once more through the 
information processing system, reaching the control/decision 
centre as a new information set that forms the basis of a new 
action set decision. This outlines the feedback prccess, and 
the capacity of a complex cybernetic system to self-modify, 
through memory, learning and other operations, by selecting new 


courses of acticn. 


The above presentaticn outlines the basic elements in the 
general cybernetic model that has been developed to enlighten 
the knowledge formation process in large gcvernmental 
bureaucracies. In the following chapter, a case study will be 


discussed to illustrate the utility of the model for describing 


the bureaucratic process. 


The general model outlined in this chapter could he 
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considered the first ccompenent of a more expanded complex 
cybernetic model. This expanded model, which attempts to 
cutline large governmental systems, utilizes the basic general 
medel tc buiid a complex model that incorporates four 
subsystems, each in itself a cybernetic process focusing on a 
particular function in a complex organizational process. The 
functions relate to the four elements implicit in any purposive 
action: establishing goals, determining implementing strategies, 
undertaking the work implied in the program, and assessing the 
response. These four subsystems are designated as fcllows: the 
ideo-telic system, the techno-methodological system, the 
mechanical system, and the respondent system. In Chapters V, 
VI, VII end VIII, these will be described and discussed using 


further case histories. 
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CHAPTER IV 


THE MENTAL HEALTH CASE STUDY 


In this chapter, the first of a number of case studies will 
be presented. The mental health case study will be utilized to 
illustrate the general model, and is therefore more elaborate 
than subsequent case studies which will illustrate the 
subsystems. The criteria for selecting the various case studies 
presented in this thesis, from among many possible illustrative 
events, included the following: 

(1) The utility of the case to serve as a prototypical event, 
which is not unique but representative of a general class of 
incidents cccurring in governmental processes. 

(2) The ability cf the case to highlight the significance and 
utility of the theoretical concepts included in the cybernetic 
mcdel. 

(3) The availability of extensive documentation. 

(4) The absence of impropriety in presenting the case: the case 
@iscussed relates primarily to public incidents involving a 
former government administration, and does not knowingly 


jeopardize any government official, nor violate any 


confidentiality. 


The social reality which forms the starting pcint of the 
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mental health case history was the prevailing situation 
regarding mentally ill patients and the treatment programs in 
mental health operating in the Province of Alberta during 1966. 

The entire jurisdiction for mental health programs was under the 
Division cf Mental Health in the Department of Public Health. 

This Division had legal responsibility for the planning and 
provision of services to the people of Alberta in regard to 


treatment and prevention of mental disorders. 


The hospital facilities and the patient population 
consisted of the following: °®9 

ACUTE MENTAL HOSPITALS: 

Alberta Hospital, Ponoka 1,029 


Alberta Hospital, Edmonton 1p25o3 


CHRCNIC MENTAL HOSPITALS: 


Rosehaven, Camrose 484 
Alberta Hospital, Clareshoim 342 
Alberta Hospital, Raymcnd 1417 


INSTITUTIONS FOR MENTAL DEFECTIVES, RED DEER: 


Alberta School Hospital 922 
Deerhome ape ko 


UNIT FOR EMCTIONALLY DISTURBED CHILDREN: 


Linden Housé, Red Deer 16 


The overall total of patients in these institutions was 


73826 


The preventive services program consisted of five Alberta 
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guidance clinics leccated at Calgary, Edmonton, lethbridge, 
Feneka and Red Deer. The number of cases dealt with by the 
staff of the guidance clinics, both at their permanent offices 
and at travelling clinics, totalled 6,195.79 In addition, the 
mental health program included the operation of the Eugenics 
Board which approved 130 cases for surgery under the terms of 


the Sexual Sterilization Act. 


The above information is a summary statement of the scope 


of the phenomena which will be the focus of this analysis. 


The official government objective in the fieid of mental 
health, which served as the ccntrol for decisions regarding 
funding and program support, was to maintain a progressive 
treatment program that ccmpared favorably with therapeutic 
services operating elsewhere in the country. In the areas of 
physical health programs, Alberta had one of the highest per 
capita hospital bed ratios in North America. In both these 
latter areas, programs were often judged by independent 
assessment to be the most modern in the country. The 
government's orientation tcwards mental health programs was 
similar in its concern to provide high quality services. This 


goai was embodied in the Premier's White Paper on Human 


Reccgnizing that successful human rescurces 
development is dependent on the physical and mental 
health and well-being of the people of Alberta, the 
Government will: 


(a) Continue to develop modern preventive health 
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programs and services designed to prevent disease and 

i11 health and to ensure an envircnment conducive to 

physical and mental well-being. 

(b) Continue to improve its overall health programs in 

keeping with the most advanced medical knowledge, and 

progressively provide more and better facilities and 
skilled personnel for the diagnosis, treatment, care, 

and rehabilitaticn of the physically and mentally ill. 

(c) Strive to provide for those individuals sutfering 

from permanent physical or mental disabilities, 

programs fcr care and training which will stimulate 

their interest and respect their dignity.7! 

The Premier and the Cabinet each year, in preparation for 
the Legislative Assembly, wculd review the situation and act in 
relation to their understanding of the existing conditions. As 
will be seen, their primary information source was the Minister 


of Public Health. 


Every year the government presented to the Legislative 
Assembly a budgetary program outlining the general pregrams that 
would be implemented. The value/gcal model, summarized in the 
White Paper statement, described the policy objective or the 
preferred state cf affairs concerning mental health programming, 
and served as a comparative base against which the information 
concerning the actual state of affairs was assessed. As noted 
above, the government's general policy concerning the mentally 
ill and their treatment was ereriatic: the Premier and the 
Cabinet wished to have a treatment program which was medically 
advanced, which would bring about a high rate of rehabilitation, 
and which would be sensitive and humane to those patients who 


would require leng-term institutional care because of chronic 
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disorders. Against this value/goal model, the Department of 
Public Health provided, in the form of reports and statements, 
the existing situation, which usually indicated that the real 
situaticn was close to the aspirational goal of the government: 
consequently, gcvernmental decisicns and action in this field 
were compcsed cf conservative changes and slow progressive 
improvement in budgets and facilities. This action, in the 
assessment of the Cabinet decision-makers, would close the gap 
between the actual conditions and the policy objective, and the 
mental health system would, in the homeostatic sense, once more 
be at rest. The structural problem in this frocess of 
communication was the lack of any verification inforwation. The 
gevernment decision-makers obtained an information set from one 
official source, the f#inister of Public Health and his senior 
officials in the Livision of Mental Health. The Minister and 
his Division directors were the only group that had the 
jurisdictional right to obtain information concerning mental 
illness and the operation cf programs at the level of hospitals 
and clinics. The Cabinet accepted their reports and messages as 
a reliable and accurate representation of the real situation in 
mental health programming. There was no effective mechanism to 
independently verify the reliability and validity of the 
Department of Public Health's infcrmation. in addition, since 
the Department effectively controlled the communicaticn process, 
it also monitored the feedback messages. This created a highly 
vuinerable situation. The correspondence or lack of 


correspondence between the representation or information set of 
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what was the reali state of phenomena, and the representation or 
2nformaticn set which was the basis of decision and action by 
the Cabinet, was conditional on the reliability of information 
processing by officials “ithin the Department of Public Health. 

In this situation, there existed the possibility of the 
decision-makers (seccndary receptors) becoming increasingly 
peroved from the reality of the mental health situaticn, if the 
official informaticn channel had a high content of error and 


distortion. 


According tc the cybernetic model outlined above, there is 
no way to check information error or distortion except by the 
operaticn of a parity information process. If, for instance, an 
independent communication process rendered the same information 
set as the Department of Public Health, then the decision-maker 
could assume that the information set which was utilized was a 
high approximate representation of the social reality comprising 


the mentally ill and their treatment programs. 


In late January, 1967, a series of in-depth reports 
appeared in a major daily newspaper, presenting a devastating 
analysis of the existing mental health programs, citing numerous 
critical inadequacies and calling for a total overhaul of the 
mental health system. As will be outlined later, these reports 
were backed by many knowledgeable professionals. The question 
that arises is that if the newspaper analysis was correct, how 
was it possible for the government to get so “Nout of touch" with 


the reality of the mental health situation. To explore this in 
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terms of the cybernetic model, we will review the official 
informaticn precess of the Department of Public Health, then 
summarize the opposing information set presented by the critics. 
fhe case history will then be pursued in terms of a verification 
channel and the effect cf new information on the value/action 


function of the Executive Council. 


The official description regarding mental health programs 


in 1966 is contained in two publications - Alberta's Health 


Services Program and the Annual Report of the Department of 


Public Health. In the first publication, in addition to 


descriptive data, the following statement is made about the 


therapeutic program in mental institutions: 


INCREASING NUMBER OF PATIENTS CURED 


Upon admission, and following appropriate medical 
examinations, all patients are placed under active 
treatment. Such treatment may consist of 
psychotherapy, occupational therapy, recreational 
therapy, drug therapy or electrotherapye R steadily 
increasing aumber of patients are leaving the mental 
institutions recovered or impreved to such an extent 
that they are again able to take their place in the 
community. 


Psychotherapy means treatment consisting of interviews 
and discussions with the patient. This can be cn an 
individual or group basis, depending on the 
circumstances of the case. By these means the person 
is frequently able to understand the basic cause of 
his difficulty and may then be able to correct it. in 
hospital treatment the medical and nursing staffs 
frequently collaborate in using psychotherapy. 


Occupational and recreational treatment are parallel 
services. They are used to distract the patient from 
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his worries and to stimulate him toward normal 

thoughts and a normal way of life. Occupational work 

includes such things as cabinet making, leathez work 

and cther crafts, while recrsation includes games, 

dancing, moving pictures, etc. An attempt is made to 

keep the patient occupied during ali his spare tine. 

In certain cases it may be recommended that a patient 

do a particular type of werk in or around the 

hospital. 

Modern methods of surgical and medical treatment are 

available for those cases where it is indicated. 

Various new drugs play an increasingly important part 

in the treatment cf most mental illnesses. 

Psychological examinations and Social Service 

participaticn prove very helpful in the assessment, 

treatment and rehabilitation of many patients. 72 

In addition to this statement, the outline mentions that 
formal research was carried out in the active treatment 
institutions, that the guidance clinics provided extensive 
treatment services and that a pilot program for emotionally 
disturbed children (Linden House at the Alberta Schocl Hospital 
in Red Deer) had been operating very successfully, but below 
capacity. In general, this presentation of mental health 
services indicated that there was a wide range of prcgrams, and 
professicnal staff such as psychiatrists, psychologists, social 


workers and other therapists to provide treatment, and that the 


philosophy was to enable patients to return to their communities 


as soon as possible. 


In the Annual Report cf 1966, the major content is a 
statistical analysis of patient numbers and case 
classifications. There is some reference to the shortage of 


professicnal staff in guidance clinics, and mention of certain 
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improvements to programs during the preceding year. Capsule 
reports from each instituticn contain non-evaluative details, 
except for a few clauses that indicate staff and facilities were 
"taxed to the limit".73 These institutional reports also 
specifically expressed their appreciation to the Minister of 
Public Health, Deputy Minister of Public Health, the Director 
and Assistant Director of the Division of wWental Health, 


implying cordial relations and close cooperation. 


The cnly summary statement regarding the active treatment 
hospitals is the following which has a positive tone: 

The treatment program was active and in keeping with 

current concepts. Both hospitals carried on active 

out-patient programs, as well as foster home and half- 

way house placements. /’* 

From official published statements, the image was one of 
Many services, some staff shortages, but generally an active 
program making moderate progress. There was certainly no 
indication from these reports that the social reality in the 
mental health treatment programs was the same situation as that 
described in the newspaper series. Tnorfack; ~veryortittie 


informaticn beyond that contained in these short official 


reports was available. 


The Premier and members of the Cabinet depended almost 
entirely cn the Minister of Public Health and his senior 
officials for assessments of conditions in the mental health 


programs. A visiting board of three citizens had been operating 
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for many years, but during 1965 and 1966 it did not present 
reports tc the government as was its usual custom. There was an 
active public interest group, the Canadian Mental Health 
Associaticn, but this organization did not have access to 


detailed information about operaticnal programs. 


In the thesis model, four stages of message formation have 
been outlined in the communication process. Given that mental 
health programs involve thousands of individuals, both as 
patients and staff, it is noteworthy that at one of these stages 
informaticn was not streamed into a second parity channel. The 
possibility of reliable and valid information concerning the 
state of patient care, quality of therapeutic services, and 
skills and attitudes of professional staff entering a second 


communication channel was limited by two factors: 


1. The majority of patients suffering from scme type of 
mental illness did net present cr articulate their own situation 
because of two reasons: 

a) The nature of certain psychological disorders, which includes 
severe disorientaticn, made it impossible for the patients to 
express in lucid form their experience. 

b) Many patients who had completed treatment and returned to 
their community kept their history of mental illness secret of 
shared it only with close associates because of the strong 
stigma that existed in communities toward the mentally ill. The 


newspaper articles acknowledged this: 
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These same people, the former patients, the relatives, 
have been found to be largely unabie to effect changes 
because of the attitude towards mental illness cn the 
part of society, sometimes including administrators 
and politicians. 


“What does he know about what should be done?" they 
aske "After all, he was insane." 


But, according to psychiatrists, patients do know, and 

care, about what conditions they live in and how they 

are treated.?$ 

2. Information was not available to the public from mental 
hospitals and clinics because of the operational government 
policy which maintained strict confidentiality regarding 
patients! case histories and prcfessional management froblems. 
a) The case histories of individual treatment programs were kept 
under lock and key and access was classified, and cnly those 
having senior respensibility could gain entry to the files. in 
addition, there was a censorship policy regarding patient 
communication by mail or telephone, particularly in relation to 
patients who were categorized as "mentally incompetent". Their 
messages often contained bizarre and incoherent commentary as 
well as severe criticisms of staff and treatment programs. To 
protect family and relatives from the unsettling comments which 
reflected their illness, the censorship policy achieved a 
secondary blockage of criticism regarding the state of affairs 
inside the hospitals and clinics. 
b) The professional staff inside mental hospitals and clinics 
operated under a strict understanding that the problems 
regarding treatment and hospital operations were not to he 


discussed with the public, particularly with the press. This 
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fact of staff silence was noted in the newspaper articles: 


eeethe staff working with mental patients has net done 

enough to make their needs, which includes the needs 

and well-being of their charges, known to the public. 

Too often they have remained out of controversy, 

intent on maintaining the status quo, and not speaking 

up, €ither to the public or to the division. 76 

Given the two general conditions summarized above, there 
effectively was little possibility of informed comments 
regarding mental health programming originating outside the 


Department of Public Health. The reality of mental health 


programming was effectively hidden from the general public. 


At this first stage of image formation, descriptions of the 
existing situaticn had to come either from patients or staff 
because the institutional environment operated as a closed 
system. The information sets formed by these people were 
generally only accessible to the Division of Mental Health, 
which was composed of senior officials operating at departmental 
headquarters in Edmonton. While viewing the information process 
as closed, in the strict sense there was not a complete block of 
informaticn as can be seen from the following abstracts from 
newspaper articles in 1966: 

A public inquiry into allegations that both patients 


and employees in mental hospitals are being neglected 
is demanded by the Alberta Federation of Labor.7? 


The inquest into the death of a patient at the Red 
Deer Deerhome hospital has raised aS many questicns as 
it has answered. It is the duty of the attcrney- 
general's department to provide those answers. There 
must be justifiable doubt in the public mind, most 
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especially among families and friends of patients in 
all Alberta mental hospitals. A comprehensive inguiry 
and report is in crder.78 


Mental hospitals are a Victorian social anachrcnisao, 


Dre Keith I. Pearce, directcr of psychiatry at 
Focthilis Hospital, Calgary, told a workshorp of 
psychiatric workers Thursday. They are the only 


medical institutions which have not changed with the 

times, but are still basically a dumping ground for 

the mentally ill because they are the easiest and 

cheapest way for society to get rid of an unpleasant 

prcoblem.79 

These specific criticisms were illustrative of the kind of 
sporadic messages about the mental health situation that 
occasicnally appeared, but there was no comprehensive, 
organized, independent viewpoint before 1967 that claimed to 
have kncewledge about real conditions in the mental health 
services. Largely these criticisms were more of a request for 


an inguiry or examination of some specific problem that had been 


alleged to exist. 


The second stage of information processing in this analysis 
is represented by the officials within the Division of Mental 
Health headquarters, who received reports from the hospitals and 
Clinics and, in turn, reported directly to the Minister of 
Public Health who would function as the primary receptor. From 
informal reports, senior program officials, both in the form of 
verbal discussicns and written memoranda, requested changes and 
improvements. These messages were controlled by the Director of 
the Division cf Mental Health, who apparently decided on the 


basis of an alterant value/goal system (which could include the 
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Director's own professicnal security needs) te withhold 
informaticn from the Minister of Public Health. This was 
evident in one critical ministerial level meeting. The Minister 
was informed by a clinic director of a number of long-standing 
grievances that had been reported earlier and had not yet been 
resolved. When the Minister asked the Division Director (who 
was also present at the meeting) whether or not he had been 
informed of these grievances, the Division Director acknowledged 
that he had received these serious complaints. When asked by 
the Minister why he had not been made aware of these, the 


Director's reply was, "Who am I to criticize the Minister?"80 


The Minister maintained a policy that staff should not 
discuss froblems outside the Department. This became the 
central issue in a situation which eventually led the Director 
of the Edmonton Guidance Clinic to resign his pesition in 
protest. Late in 1966, the Minister of Public Health had 
reactivated the Board of Visitors, a three-member visiting 
committee that investigated and made recommendations annually to 
the Minister of Public Health on programs administered by the 
Department of Public Health. One committee member,81 wishing 
further information on guidance clinic operations, held a 
special meeting with the Director of the Edmontcn Guidance 
Clinic who previously had been asked by the Divisicn to offer 
cooperaticn. The Clinic Director provided a written report 
detailing problems. When the Minister of Public Health received 


the Board of Visitors! report in late 1966, it contained 
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extensive informaticn drawn from the submission prepared by the 
Guidance Clinic Director. In response, the Minister summoned 
the Clinic Director to a meeting attended by the senior 
departmental officials. At this meeting, the Clinic Director 
was strongly reprimanded for “disloyaity" in his action of 
providing the Beard of Visitors with information about problems. 
There was no question regarding his competence, or the 
legitimacy of his analysis. The Minister and the officials were 
angry because he had passed information outside the Department. 

Despite subsequent meetings, the Clinic Director was appalled by 
their attitude, and in the early part of 1967, he resigned (see 


later comments). 


The most dramatic event which communicated a very different 
message about mental health prcegrams was the publication of the 
above-mentioned series of in-depth articles in the Edmonton 
Journal which appeared in the latter part of January, 1967. 
While this was the major impetus for a new look, on close 
analysis it was one of five sets of events that combined to form 
an overwhelming consensus about the serious situation in mental 
institutions and clinical fpregrams. These five will be 


discussed below: 
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In June, 1966, there was an increasing number of complaints 
frem employees working at provincial health institutions, 
particularly the mental hospitals. The Civil Service 
Associaticn of Alberta requested an inquiry into the "working 
conditions" of employees, and a study was established under the 
authority of the Joint Council, a Cabinet committee having legal 
status under the Public Service Act. This committee was chaired 
by the Provincial Treasurer, not the Minister of Public Health. 
The findings of this study indicated numerous, serious 
inadequacies. These included problems in the areas of staffing, 
salaries, training and development, physical working conditions, 
and delegation of authority. In their summation, the study 
cited four major findings: 

(1) An almost complete lack of understanding between and among 
employees, supervisors and management. 

(2) While efforts to improve patient care were limited by 
problems in recruiting competent personnel, there were serious 
frustraticns because the skills and knowledge of the existing 
staff were not properly utilized by the Department of Public 
Health. This included particularly the existing centralization 
of administrative authority and the unwillingness to delegate 


responsibility to instituticnal officials. 
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(3) The budgeting policy cf appropriating monies through the 
Department of Public Works meant that basic facilities such as 
washrooms and lunchrooms were inadequate, and preventive 
maintenance of existing facilities was deficient. 

(4) The personnel programs were inadequate, and there were many 
grievances in such areas as the hiring processes, promotions, 
and inadequate job classifications. In addition, there was no 


planned program in areas such as induction and orientation. 


While this report was not made public, it was presented to 
the Provincial Treasurer, a ranking member of the Cabinet. This 
report was strongly critical of the existing working conditions 
in mental hospitals. The committee which produced it, composed 
of five members from three different organizations, undertook 
its task in a highly professional manner, which strengthened the 
legitimacy of the information it was imparting. The study 
provided an independent, critical perspective at Cakinet level 


that was outside the control of the Department of Public Health. 


Beginning January 24, 1967, a journalist®? began a series 
of in-depth reports cn Alberta's mental health situation. 


Summarized below are excerpts from those reports, organized 


under the publishing dates: 


January 24, 1967 


Alberta's mental hospitals and mental health 
facilities lag behind those in other provinces in hoth 
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treatment methods and facilities. 


In giving mentai health services equal status with 
public health, 8.C. appears to be a step further 
along the way tc recognizing the seriousness of the 
illness and the need tc de more about helping those 
affected by it. 


There are the teen-agers, defiant, sometimes 
psychopathic, with problems stemming from family 
backgrounds, now thrown in with the masses of long- 
term and elderly patients. 


Oliver, situated just five miles from Edmonton's city 
limits, has about 1,500 patients, and this number is 


sure to rise during the winter. Until now, this 
institution has offered nothing in the way of 
organized out-patient services, although former 


patients could return to their doctor for help, but 
only on a disorganized hit-or-miss basis. 


However, Ponoka, also with a shortage of personnel, is 
more advanced in treatment methods, and is mere in 
touch with what is gcing on in the mental health field 
elsewhere. Among the staff, there is more freedcm to 
talk, to exchange views with hospital administrative 
people, a higher morale, and an apparent dedicaticn to 
the job of helping patients. 


Decisions affecting the hospitals are too often made 
by the administrative people in Edmonton, who have no 
contact with the patients, the community, and little 
with the staff... 83 


January 25, 1967 


In Canada, more than half of all hospital beds are 
occupied by patients with mental disorders. Yet only 
about six percent of the country's doctors are 
treating these patients. In Alberta, this percentage 
appears to be even lower. 


Some doctors are caring, if you can use that term, for 
more than 250 patients each. This doctor shortage, 
together with shortages of such professional staff as 
psychologists, social workers, physio-therapists and 
occupational therapists, means most patients are 
dependent for any therapy on the nursing staff, 
student nurses or attendants. 


A study...found that 100 graduate nurses at Cliver 
could give each of the 1,000 male patients less than 
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half an hour of attention each day. On the female 
wards, where there were cnly 500 patients, 87 nurses 
were still only able to provide less than one hour of 
daily care per patient... According to a study made 
by the American Hospital Association and the United 
States Public Health Service, "an average of 4.7 hours 
of nursing care per day, of which 2.5 hours are 
provided by professional nurses and 2.2 hours by other 
nursing personnel," should be provided to each 
patient. 


More than half the members of the social work 
department at Oliver, which is now without a gualified 
director, have become disillusioned and.e.are seeking 
jobs elsewhere. 


Although the medical staff - the doctors and 
psychiatrists - now are making what they generally 
feei is a fair salary, it is still possible for a new 
doctor, with equal training and experience, +o come 
into the service of the mental health divisicn and 
make more than the man with the same training whe has 
spent years there. 


One psychiatrist, a veteran of the civil service, told 
me, "The way it now is, nobody who is any good or who 
tries to work teward change, stays very long. They 
usually decide to move to some area where they can see 
things developing, or where the channels of 
communicaticn are more opene There are those who 
simply get disillusioned after hitting their heads 
against brick walls, and just stay on, not even 
trying." 


At Ponoka, there is a shortage of about one third of 
what the nursing staff should be. eee At Oliver, 
where only one or two of 20 wards have both female and 
male nurses, there is an even more pronounced shcrtage 
with male nurses being in very short supply. 


Oliver, in addition to a serious shortage of 
psychiatrists, has a serious need for other 
professional staff. &* 


January 26,1967 
All of Alberta's large mental hospitals are faced with 
a critical shortage of professional staff. But the 
Mental Health Division, under the Department of Fublic 
Health, is thinking mainly about building or improving 
old facilities. ess Four of Alberta's mental 
institutions are without their own medical 
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superintendents, and...there are no psychiatrists on 
staff. 


The word is out in Eastern Canada, that Alberta 
doesn't offer much of a challenge for the young 
prefessional thinking of working in the mental health 
field, one young eastern graduate told me. 


The Mental Health Division in Edmonton, located 60 
miles from Poncka, and 10 miles from Oliver, still 
makes all decisions about the spending of money, the 
building of facilities, and the hiring of staff far 
from the scene where the patients are cared for. 
Until now, it has been seldom that the hospital 
administrative people and top professional people have 
been asked to sit in on such decisions as advisors. 


Until now there has been little of what we can call a 
dynamic approach to re-motivating patients at Oliver. 


Oliver medical and nursing staff have, in addition to 
the problem cf understaffing, severe overcrowded 
conditions, and old, impractical buildings to ccntend 
with. In some wards there are over 100 patients 
lining the walls, sitting dejectedly waiting for the 
day's routine to unfold. 


eeealmost everywhere, es was struck with the 
inactivity, the hopelessness, and the horrible, never- 
ending routine. "This hospital is run to serve the 


staff, not the patients," said one disillusioned male 
nurse, who admitted he is locking for another job. 


But, even so, Alberta has the lowest ratio of 
psychiatric nurses per patient, compared with the 
other three: British Columbia, one to 6.3 patients; 
Saskatchewan, cone to 6.9 patients; Manitoba, one to 
10.1; and ALBERTA, one to 15.2 patients. 


Tt can readily be seen, in cecmparison with the 
standards presented here, and with what is being done 
in the provinces where a more dynamic approach has 
been taken to accept mental illness, and to _ send 
people back to a normal life after active treatment, 
Alberta suffers badly. &5 


the way the provincial government operates then. 
public would be appalled if conditions in general 
ospitals were the same as what is the accepted 


e main thing wrong with Alberta's mental hospitals 
or 
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standard in Alberta's mental hospitals. 


Last May, the CMHA (Canadian Mental Health 
Association) presented a concise brief to Dre Je 
Denovan Ross, Minister of Public Health, and to 
officials of the Mental Health Division. eee Almost 
no action has been taken on any of the concrete 
recommendations made in the brief, which included 
reguests for citizens! boards for the mental 
hospitals, and a committee set up to study in detail 
the mental health services, among many others. 


A visiting ccmmittee, set up by the provincial 
government years ago to visit Alberta's institutions 
and report to the government, is headed by chairman 
Mrs. C.T. Armstrong of Calgary. ... i asked Dr. 
Schrag during my interview..-if the committee had been 
instrumental in past years in bringing about changes 
in mental hospital administration or facilities. He 
could not point to any concrete action that had 
resultedeee Such a committee, to be effective, should 
not be under the control of government. It should be 
free to ask questions, and to spend much more time at 
each institution than just a mere three or four hours. 
In the past, any employee who has given toc much 
information, in the view of the division, has been 
called upon the carpet to explain. 


In Alberta, the attitudes of inflexible administrative 
heads who run the Department of Public Health and the 
Mental Health Divisicn cbvicusly need changing. 
Instead of defending themselves, or probing to find 
out what individuals are behind efforts within the 
hospitals to make changes, they, personally, need to 
take a new look at themselves, and at the services and 
individuals they are supposed to be serving. 


No longer should a twentieth century society put up 
with “human warehousing," as one eminent Canadian 
psychiatrist cailed the Victorian attitude of 
custodial care which we allow in so many cf our 
Alberta institutions. 


eeetntil this "major revamping" is done, Alberta's 
mental health services will continue to fall sadly 
pehind those of her sister provinces, ®®& 


These newspaper reports could not be considered a first 


information sete They were based largely on information 


the repcrter had received and therefore they were vulnerable 


to 
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bias and error on behalf of the former patients and staff who 
were interviewed. They functioned, however, as a powerful 
transmitter of a serious message to the reading public, 
including the decisicn-makers in the government. These articles 
stimulated a number of other assessments and commentaries, which 
collectively fcrmed the third major set of independent 


informaticn. 


Beginning in the latter part of January, 1967, following 
the newspaper series and continuing until June, a number of 
statements and opinicns were communicated through the press. 
They fall inte two categories, the first confirming the 
reliability of the information contained in the newspaper 
series. They were particularly significant since most of these 
responses, briefly summarized below, were frem professionali and 
occupational groups whose members worked inside the mental 


health system: 


"They are a true and accurate account of the situation 
in Alberta as we know it," said the associations's 
president Glenn S. Brant, in a statement today. §%? 


Edmonton Psychiatric Society 

With your reporter, Mrs. Karen Harding, we share a 
deep concern about the mental health services in 
general and about the Alberta Mental Hospitals in 
particular. We have felt encouraged by her articles, 
because we now dare to believe that we are not quite 


alcne in our struggle to improve the mental health 
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services in this province. 88 


"The associaticn commends Karen Harding for her recent 
series on the mental health services in Alberta. Her 
forthright and objective assessment of mental health 
services further pinpoints the fact that the patient 
suffering from mental illness does not receive the 
same excellence of health services as quickly, easily 
and efficiently as the patient suffering from physical 
illness, "89 


eeeSayS he intends to press hard on the mental health 
question. "I raised the subject three sessions ago 
and I felt then this was one place where the 
department of health was weak. I stili think sc. A 
recent series on mental health in The Journal has 
strengthened my thinking,"...99 


Northern Branch, Aiberta_ Association 


The association is aware of and concerned with the 
glaring inadequacies of the mental health services in 
Alberta. Mrs. Harding's criticisms are well taken 
and consistent with our own experiences. 9%! 


Ponoka Branch, Alberta Hospital School 


of Nursing Alumni Association 


We congratulate both the author and The Journal upon 
their efforts to stimulate public and professional 
interest in the subject and wish to point out certain 
deficiencies still extant. We feel that the approach 
was objective and generally well-informed - with one 
or two notable omissicns. 92 


The Alberta Association of Psychiatric Nurses, Fonoka 
branch, has endorsed a recent series of articles in 
The Journal concerning Alberta's mental health 
services and hospitals.93 
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These statements, in addition to many letters to the 
editor, generally ccnfirmed that the reality in the mental 


health system had been withheld from the public. 


There was ne specific challenge to the "facts" or 
assessments presented by the journalist in her first series of 
articles. In a later article, however, in the same newspaper, 
on May 20, 1967, a patient's account of her hospital stay as 
narrated by the journalist and later the facts it contained 
about physical ccnditions were refuted by the Dean of Law at the 
University of Alberta after his personal investigation.9* What 
Was not refuted however, was the patient's experience of 
treatment values and emotional despair while in a major mental 


hospital. 


The second category of comments were made up largely of 


appeals and rescluticns. Excerpts are outlined below: 


The authors suggest the provincial government is at 
fault in not having announced any policy cn the 
development of regional mental heaith centres. 


The government is also charged with delaying tactics, 
in meeting public demands for increased facilities 
“with announcements of the prcposed constructicn of 
mental hospitals."95 


There appears to be a genuine need for a reassessment 
of the provincial government's policies on treatment 
of the mentally i11.96 
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The Alberta Psychiatric Association feels there is a 
need for greater communicaticn between psychiatrists 
and the provincial government division of mental 
health. 


A letter written by Dre HeM.e Pascoe, past president 
of the association, said: "Our association does feel 
there is a need for greater liaison of practising 
psychiatrists in the province with the mental health 
division of the provincial government." 


The letter also stated the provincial psychiatric 
association had not been approached to assist in the 
government planning of Alberta mental health services, 
although the Calgary group had.97? 


Alberta _NDP_Convention 


Sweeping changes in the mental health field were 
reccmmended Saturday in an emergency resolution, 
approved without debate by the Alberta NDP convention. 


The resolution..eblamed the Social Credit government 
and its "unenlightened administration" for the 
“current inexcusable situaticn,."98 


Calgary Mental Health officials 

In a meeting semi-closed to the press, with repcrters 
free to interpret discussion but barred from directly 
attributing any remarks made in it, the Calgary 
delegation stressed the need for integrating mental 
health in the broader field of health, to avoid the 
stigma and isolation long typical of the treatment of 
mental patients. 


They emphasized also the desirability of community 
involvement, by inviting the participation of local 
laymen and professionals in the planning and possibly 
the administration of the new centre. 


But as officials cf the health department carefully 
pointed out, this would be a matter of provincial 
government policy and could not be promised at the 


meeting. 99 


Canadian Mental Health Association 


A mile of signatures is being sought for a petition 
which the Canadian Mental Health Association branch in 
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Calgary plans to present to the provincial government. 
Spckesmen for the CMHA here said the 18,000 names 
reguired will be sought this Thursday, Friday and 
Saturday, to emphasize a need for changes in the 
treatment of Alberta's mentally i11.100 

These assessments and statements, originating independent 


of government authority, further undermined the position of the 


Department of Public Health. 


On March 10, 1967, the Director of the provincial guidance 
clinic in Edmonten confirmed that he had tendered his 
resignaticn because he had “lost confidence in the upper 
echelons cf the frovincial division of mental health". Ina 
statement to the press, he characterized thinking of some top 
officials in the Division as “rigid", “stultified" and 
"conservative".,101 The press report included the following: 

"Maybe I'm too impatient, but there are certain 

rigidities on the part of some administrators who want 

to hold back, don't want to try new things. I find it 

difficult to remain in the civil service in this 

situation. " 

But [Dre Van Stolk said he hoped eventually services 

would improve and that scme of the recommendaticns of 

the Canadian Mental Health Association would be 

implemented.192 

This resignation, which was referred to earlier in this 
chapter, was widely publicized by the media and gave the 


impression that many of the other critiques presented to the 


public during this period contained accurate information. 
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On March 22, 1967, the Board of Visitors, a citizen 
committee, had their report tabled in the Legislative 
Assembly.!03 The report, which was highly critical, stated that 
the Alberta clinic “is sadly understaffed, that the staff 
turnover is unusally high, and that vacancies at the higher 
level of staff continue to remain unfilled". In relation to the 
Alberta Hospital at Oliver, the Board found “inadequate building 
conditions and deplcrable overcrowding", particularly in the 
infirmary. They found, they stated, many patients whe were aged 
and bedridden and placed in the infirmary "because they are 


unwanted elsewhere", 


Included in the report was the recommendaticn that the 
administration of the Edmcntcn Guidance Clinic be transferred to 
the Board of the Glenrose Hospital to avoid "numerous and 
frustrating problems in lines cf communication, authority, and 


administration". 


This report, particularly the above stated reccmmendation 
it contained, created the image of seriously inadequate 
services, operated by an incompetent management. LtEVers: Not 
surprising that the Department of Public Health reacted earlier 


to the disclosure of problems at the Edmonton Guidance Clinic as 


"disloyalty". 


i he ent P ot) i) anatase ee “bxsod | 


Bia ok : zat b hee 


ont 
eC Fiscey Le 

. ! k 

+ 6, = 
ae ar 


ites bad) at bettas. pe 
Sant tus, Sarat eae 
tad+ peat a” shacied 29 vided aa ane 
Tete wat Fede ‘sDerterezebam | “iia | 
ret pei alae’ atek emeaiasigy dud bit. et aH 


14> Ge EVEN 4 mbetteren herrea : 


vay | gene italia eine Isk, i ae Bsb 


rash id 
( 


aa 
: a such sabe ie or ‘reakaann _oaoaneto sas 8: 
Hig soe thie | 1909 % ‘eit ah meng at 


ay | 


=o 
i 
= 


ges ber Advan rei aan" “bite site aus. cisateokoaes fitoqes aie ) 
st eas yaa aay hoot h- odde. a sedate: Sey ' 
fapaiem Peoteynozad as mt betereqe cawoivzaa 


ae fa SoG ei ailaee #0. toeutasqee ‘eat seat) ‘pabetzqaa iz 
igri >ahap sie bosach r itt 5 casters to sruabiaath ‘edt ot 


for ae at 


iar | ee 
Sg OR t ¢ bn 
i it ane if 2 ai 
vi ae er oe ? 
- Oe ty ’ _ a - ye a z 3 _s) =. 7 Ve > Ls 
' tei ; - 2 
' ‘ < ‘ 2 LA? ‘aie Sg’ j 
. a ; 4 - 7 
! ? ve “1 - 
¥ s 
: Pie | 52 * 


94 


f£_ Official _ and Parity information 


In the description of the thesis model, it was pcinted out 
that the functicn of the parity information set is to confirm 
the accuracy of the information from the initial channel. tf 
there is a mismatch of information, it indicates existence of 
erroneous or distorted information, and the decision-maker has 
no certainty cn which to proceed with action. From the above 
discussion regarding descriptions of the mental health 
situation, the second communication channel provided a picture 
of the mental health situaticn which was as critical and 
devastating, in relaticn to the official information set, as had 
cenfronted the government since the 1950's. If the Premier and 
the Cabinet were to accept the independent assessments, it would 
mean their loss cf confidence in the reports provided by the 
Minister of Public Health and his departmental cfficials. 
Members of the Cabinet were aware that programs like mental 
health and penology present special problems, but a number of 
them were surprised at the serious state of affairs that had 
been revealed by this new information. For the Minister of 
Public Health and his Division officials, it was necessary to 
discredit or at least partially undermine the critics, or to 
acknowledge either that they no longer were informed about the 
reality of their cwn programs, or that Departmental officials 
withheld information for reasons only explainable in terms of 


alterant values and goals. 


In response to this stream of criticism, the Minister and 
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the officials of the Division of Mental Health acted in three 
areas to bolster the legitimacy of their presentation of the 
situation, and to undermine the reliability of the independent 
groups. These three areas included rebuttals, new program 


announcements, and infcrmation ccntrol. 


1. Rebuttals 


The fcllowing are excerpts from reports of four occasions 
when the Minister and Division officials defended their 


position, listed according to topic: 


In an interview in his office, Dr. Ross indicated 
that the government was going ahead with the building 
of a psychiatric hospital and mental health centre in 
Calgary despite criticisms from some Calgary 
psychiatrists and the Alberta Mental Health 
Association, Calgary Branch and Alberta Division. 


The health minister was supported in his statements by 
Dr. £.B. Rose, acting deputy minister of health, and 
Dre FeJe Edwards, assistant director of the mental 
health division. 


"This responsibility is the government's," Dr. Ross 
said, adding, “We have utilized the knowledge within 
cur cwn department." 


Questioned on his report to the legislature earlier 
this week, Dre Ross was asked who he felt had "lack 
of kncwledge" about his department which led to what 
he called "criticism." 


He said some members of the Canadian Mental Health 
Association, Alberta Division "lack knowledge." 


"The majority of them are sincere, but there are some 
within the organization who are there for their own 
ends," he stated. 


Reviewing progress during the past 10 years, Dr. Ross 
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pointed to “improving of facilities, and expansicn of 
services." 


He pointed to the department's visiting board as an 
example of "our own citizens' board." 


The board visits each mental health institution once 
each year and presents a report to the legislature on 
its findings. 


Asked what specific action had come out of the bcard's 
reccmmendations in past years, Dr. Ross could not 
point to any specific thing that had been done asa 
result.104 


Dre Ross said: "The government has the responsibility 
to develop programs to meet the needs which are not 
able to be met, or are not being met, by private 
services available from the psychiatric wards and the 
doctors in general hospitals." 


Over the past 20 years the government has spent over 
$30,C00,000 to improve facilities in mental health 
services, Dr. Ross said. 


The minister said the province is actively engaged in 
mental health research.1°5 


Many of the changes advocated by some people in the 
mental health field are "theory and not yet proven by 
experience," says the director of Alberta's MKental 
Health Division. 


Dr. AR. Schrag, speaking to about 125 memters of 
the Esychiatric Nurses' Association of Alberta in the 
Ponoka United Church Hall said there are many 
questions that must be answered in practical ways 
before changes are made in the mental health field. 


Dr. Schrag said his department was concerned about 
the welfare of the patients, working conditions and 
recruitment of staff. 


“we know the deficiencies of our hospitals, and we 
have initiated programs which we hope will alleviate 
and improve conditions,"106 
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Dr. Ross said, "Criticism can be made for criticism's 
sake. It is certainly true that there are many 
problems to be overcome." 

But he added "without equivocation" that government 
health programs have established Alberta as one of the 
leading prcvinces in mental health care. 

"We are not in the dark ages," he said. "There has 


been a great deal of progress in the field of mental 
health, "107 


A second area of defensive response and image building was 
the anncuncement in the spring of 1967 of major new programs, 


summarized below: 


In the Speech from the Throne in February, 1967, an early 
start on a community mental health centre was promised as part 
of a major provincial program of modernization and expansion of 


mental health facilities.198 


itation Research Institute 


2ttat aseSSerce 
é 


Canadian history in the field of treating the mentally 
handicapped will be made in the fall of 1968 when a 
new vocational and rehabilitation research institute 
will be completed in Calgary. 


The provincial government has agreed to contribute 
$1,180,000 towards the project, to be located on a 
five acre site in the U of C research district north 


of the campus.1°9 
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This announcement of new facilities was reported in the 
newspaper as follows: 

A new admission building and an infirmary are 

scheduled for construction at the Alberta Hospital, 

- Edmonton. 

Health Minister Dr. J. Donovan Ross revealed the 

plans in an hour-long discussion of the mental health 

division in the legislature Tuesday afternoon. 

The admissions centre will be for new patients and 

acute treatment beds while the infirmary will be for 

the clder, senile, long-term patients and those who 

need physical nursing care.110 

This announcement of facility improvements particularly 
peints cut the apparently desperate need of the Department of 


Public Health to give the appearance of having engaged in long- 


term planning. 


The $3 million infirmary is an excellent illustration. 
Originally this building was designed to improve the treatment 
program at the Ponoka hospital. The architect who developed the 
design utilized a consultative process that invoived spending a 
great deal of time at Ponoka observing patient needs, holding 
discussicns with staff who would use the facility, and attending 
mental health workshops to capture the philosophy of treatment. 
This all was inccrporated into a hospital design that would 
serve geriatric and other physically disabled patients. The 
architecture of this facility was a specific response to the 


Ponoka situation, and when the design was completed, the 
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Director of the Mental Health Division was highly critical, in 
part because the ratic of patient space to public reception 
space favoured the patients. The project was shelved 


indefinitely.111 


A number of months later, when the criticisms about the 
programs at Oliver became acute, the Department of Public Health 
instructed the Department of Public Works to reactivate this 
hospital project, except that it was to be built at Oliver 
instead of Ponoka, with a minimum of modifications. FEecause of 
the profile of land and buildings at Oliver, the blueprints had 
to be inversed. A few modifications were made to flcor plans, 
and the architect was asked te remove all signage referring to 
Ponoka, replacing the name Oliver. This essentially described 
the special efforts that went into a major hospital addition at 
the Oliver grounds - there was no in-depth planning. The public 
never became aware of this, and few government leaders ever 
realized the hasty change that was made. This was presented, 
however, as evidence of the Division of Mental Health's ongoing 


plans for improvements at Oliver. 


3e Informaticn Control 


The third area of reaction to criticism was the tightening 
of information control by the Minister, which essentially was a 
form of censorship. This expressed itself in a number of ways, 
including the three actions mentioned below: 


(1) The Minister gave specific instructions to senior hospital 
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staff not to talk with members of the press.112 
(2) The Minister himself became very abrupt with newspaper 
reporters, illustrated by the following incident: 

A reporter from a Calgary newspaper was taken aback 

when she approached the minister for comment cn the 

province's mental health programs. 

"T will only answer three questions," he told her, 

"and I won't tell you anything about the mental health 

clinic at Calgary or the plans of the government."113 
(3) The Director of the Division of Mental Health sent a 
directive to the Alberta Hospital, Ponoka, forbidding the 
Psychiatric Nurses Association of Alberta from using hospital 
property for a seminar at which the former Director of the 
Edmontcn Guidance Clinic, who had resigned because he had lost 
cenfidence in the Division, was scheduled to be the guest 
speaker. The press report stated: 

“Wwe have been told by the hospital administration we 

can held our meeting but the department doesn't like 

our speaker," Mr. James said. 


The letter said Health Minister Dr. J. Donovan Ross 
had learned Dr. Van Stolk was to speak. 


He instructed Dr. Schrag to write that the minister 

did not think the meeting should be held at Ponoka.41* 

On October 7, 1967, the Minister admitted publicly that the 
former Clinic Director was not welcome on government property. 


A further article reported the following interview with the 


Minister: 


"This person," he said, referring to Dr. Van Stolk, 
“resigned from the service several months agoe As far 
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as I am concerned, any further dealings he has with 
the mental heaith facilities in the province would not 
be in the best interests of the staff." 


Dre Ross insisted he had the right to ban people from 
hospital facilities. 


"Tf there are people I feel I don't want cn the 
premises, I have the right to make decisions and give 
directions." 


Dr. Ross refused to say why he would not permit Dr. 
Van Stolk cn hospital property. 


"I dcen't feel I have to give my reasons," he said. "I 

have my reasons for not permitting it."115 

There was severe editorial criticism directed toward the 
Minister by the media, but the Minister persisted. In response, 
the Nurses Association went ahead with their annual seminar, but 
meved the location to the Ponoka United Church which was outside 
government property. As it turned out, the fcermer Clinic 
Director's speech was scholarly and sensitive, fcecusing on 
relationships between adults and children. Nevertheless, the 
image created by this incident heightened public suspicions 


about operations inside mental hospitals. 


we have now reviewed an official informaticn set, an 
Opposing infermaticn set which has a parity function, and 
reactions by the official organization which attempted to 
undermine the criticisms, and reactions. From a theoretical 
perspective the decision-makers confronted with these two 
mismatching representations about the mental health situation 
were in a difficult positicn to act decisively. In the model, 


resolution to this situation requires an information 
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verification precess. 


In relaticn to this mental health case study, when 
impressive counter information began to emerge, a third set of 
activities started, with the objective of determining what in 
fact was the reality of the mental heaith situation. This will 


now be briefly reviewed. 


Following the in-depth series of articles and the 
subsequent support of its criticisms by responsible professional 
groups, the Ccordinator cf Human Resources Research & 
Development for the Executive Council sent a ccenfidential 
memorandum tc the Premier, which included the following 


comments: 


You will recall that in mid-January, before the cutset 
of Karen Harding's Edmcntcn Journal articles 
criticizing mental health services in Alberta, Tf 
briefly expressed concern regarding the mental health 
Situation and mentioned that I would be preparing a 
memorandum for you cn this matter. Through further 
reading and discussion with professional people since 
that time, what was criginally intended as a general 
memcrandum has crystallized into a proposal for a 
comprehensive study of Alberta's mental health 
resources and needs. I felt some reluctance in 
preparing this proposal, since there is a common 
charge these days that there tco many studies and not 
enough action; yet, there are many indications that 
the mental health situation requires deeper analysis 
and reform before the government can be satisfied it 
has an adequate and comprehensive mental health 
program in Alberta. To evaluate the merit of this 
proposal, I discussed the matter with Mr. Aalborg, 
who expressed interest in a comprehensive study, and 
agreed that a proposal should be forwarded for 
consideration. This proposal has not yet been 
discussed with Dr. Ross. 


The following considerations form the background of 
this propesal: 
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1. Criticisms concerning mental health services, 
which have accelerated and become increasingly 
widespread during the past two years, have been given 
recent and emphatic expression in Karen Harding's 
articles. It is significant that these articles have 
found great support amcng cur mental health perscnnel, 
and that they have also clarified and summarized a 
vulnerable area of government services for opposition 
parties. It is doubtful that criticism will lessen 
under present circumstances. 


Ze The morale of personnel in the mental hospitals 
and clinics is generally unwholesome. Efforts which 
should be primarily utilized on behalf of the patient 
is cften expended in expressing dissatisfaction and 
frustration. The present emplcyment atmosphere is not 
conducive to retaining or attracting more qualified 
personnel. Staff view with pessimism any suggestion 
that conditions will significantly change. 


36 Present efforts by the Department of Health to 
improve its mental health pregram appear’ partially 
defensive and inadequate. Many senior personnel 
involved in various mental health services are nct yet 
confident that sufficient attention and study are 
being focused on problems critical to comprehensive, 
long-range planning. The impression remains that 
planning £ox mental health services is neither 
competent nor excellent. The Department of Health's 
reassignment of Mr. Glen Smiley to investigate 
prcblems is a helpful but not adequate measure to 
assess the tctal fproblen. In addition, the still 
apparent stress on physical facilities and capital 
development dces not cope with serious precblems 
relating to administration, treatment services, 
adeguate personnel, and employment incentives. 


4. Cf all the pecple who receive government services, 
the mentally ill are most helpless to articulate their 
needs and comment cn their care. It is therefore 
incumbent upon a government deeply concerned with the 
vights and dignity of individuals to remain especially 
sensitive to the needs of individuals suffering mental 
iliness, and to continually assess the adequacy and 
quality of service in this area.116 


The object of the study was to (1) provide an objective 
province-wide (a) assessment of resources for maintaining mental 


health, and (b) evaluation of needs for treating mental illness; 
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and (2) make recommendations for the development of a 
comprehensive, integrated and effective program for (a) the 
diagnosis, treatment, care and rehabilitation of the mentally 
ill, and (b) the prevention of mental illness in Alberta. To 
insure the objectivity of this study it was suggested that it 
operate cutside government departments and that it be headed by 
an independent research director. In order to obtain a 
ccmprehensive view, the following groups were included in the 
initial design of the study proposal: 

(1) Division of Mental Health. 

(2) Visiting consultants who were renowned authorities in the 
field cf mental health. 

(3) Special committees of qualified Albertans to study specific 
areas of concern. 

(4) Submissions from interested individuals and groups. 


(5) Public Hearings. 


The Premier and the Cabinet gave internal approval to the 
implementation of this study, and the Coordinator invited a 
highly respected psychologist to serve as study director. A 
psychologist was preferred as director over a medical doctor of 
a psychiatrist for the following two reasons: 

(1) The social-psychological research background of a 
psychologist was considered to be more general than that of a 
professional trained in the medical tradition. 

(2) It was felt that the medical profession is a close 


fraternity and the possibility cf a medically-oriented director 
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maintaining broad objectivity might be difficult in the 
assessment of programs that had always been headed by medical 


graduatés. 


These concerns related to the need for an open and 
completely objective assessment of existing conditions. Details 
were arranged over the succeeding months, and on November 24, 
1967, an official press conference was held by the Premier of 
Alberta and the Minister of Public Health, announcing the 


implementation of a mental health study. 


The Mental Health Study was completed in 19€9. In its 
final fcrm, the Study involved eleven special study groups 
(comprising 62 professional members); eight outside consultants; 
visits by the Director and his representatives to mental health 
programs in other Canadian provinces, the United States and 
Europe; the submission of over 200 briefs; and public hearings 


in five cities. 


The Study was comprehensive, investigating every 
significant area cf mental health programming, and welcoming 
informaticn from all individuals and groups, to the extent of 


accepting confidential briefs. 


The final report was published in two volumes, containing 
major findings and conclusicns, as well as major. briefs 


submitted during the Study period. 


In terms of developing infcrmation about the original 
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social phenomena, the mental health programs and services, the 
Study was very thorough, dealing not only with physical-type 
problems, but extensively with treatment values and the 


emotional envircnment cf programming. 


The findings of the Study provided verification 
informaticn. The fact that there were 189 formal 
recommendations contained in the final report is itself 
commentary about the many deficiencies found in the mental 
health systen. While it is not possible to discuss in detail 
all the findings in the study, excerpts will be listed below 


according to specific topics: 


Oliver Hospital 


eee The committee saw evidence of seriously 
overloaded facilities being further stressed by the 
admission of many different types of medical and 
social problems, which would have been better dealt 
with at the source or at other health care levels. 


One particular problem made a deep impressicn and 
highlighted the lack cf cooperation and communication 
between two Divisions of the Department of Health. 
Large numbers of alcoholics were being consigned (in 
June) to this understaffed and physically inadequate 
institution, while cnly one miles away the luxurious 
and very adequate facilities of the Alcohclisn 
Division unit at Henwood were 90% empty and unused. 


The Alberta Hospital (Oliver) suffers to a _ serious 
extent from an administrative problem found to be 
quite general in those institutions visited by the 
committee which are administered by the Division of 
Mental Health. The remoteness and apparent 
inflexibility of the central administration have 
produced negative effects cn morale, efficiency and 
recruiting. In fact, the situation was sufficiently 
severe as to be interpreted frequently by those in the 
field as a lack of concern on the part of the central 
administration. 
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A nucleus of clearly dedicated staff was found at 
Alberta Hospital (Oliver), although snaller in 
relative numbers than at other institutions. The 
committee was concerned that these individuals were 
cverwhelmed by the magnitude of their task. Poor 
physical facilities, gross staff shortages in every 
category, and undue service pressures within, combined 
with what was perceived as unfair criticism and 
administrative obstruction from without, had created 
an intolerable burden. itis) clear, that “major 
remedial action is required to refinforce the staff 
and to lighten their impossible lcad. 


In every area examined, other than dietary, the 
standard of patient care at Oliver was found to be 
quite unacceptable. ...117 


The committee ccncluded that, given sufficient 
support, this instituticn was strong enough to 
markedly upgrade the level of patient care and tc deal 
with such lasting problems as its distance from the 
areas it serves and the conseguent need to develop a 
new role beyond that of a regional mental hospital.1!18 


Claresholm Hospital 


Although the physical facilities at this institution 
are adequate, the level of patient care is well below 
acceptable standards.1!9 


One primary problem of the institution appears to be 
the lack cf trained staff.120 


(1) It is considered that a majority of the prcblems 
encountered in this examination stem directly or 
indirectly from an inappropriate administrative 
system, which is so strongly centralized that it could 
not respond tc ilccal problems even with an adequate 
budget. To make matters werse the budget is 
inadequate, according to the published information on 
the per diem costs for institutionalized patients. 


(2) The large patient population in governmental 
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institutions are undergoing treatment with drugs. 
They also become ill and require medical or surgical 
attention. The committee considers that the 
laboratory, radiology, and general medical facilities 
are inadequate for an acceptable standard of care with 
those circumstances in mind. 


(3) Contrel and review of drug administration is 
inadequate when ccnsideration is given to drug error 
and effects. 


(4) Hospitalization is usually merely a phase in 
mental illness. Communication must be provided, 
therefore, between those providing hospital care and 
those responsible outside for continuing care. 
Current communication is inadequate. 


(5) In no gcecvernment institution did the committee 
find adequate numbers of sufficiently well trained 
perscnnel in any category to carry on a reasonable 
therapeutic prcegram.i2! 


(1) Mental health and physical health services are 
organized and provided separately and illogically. 


(2) The divisicn of health services into those two 
parts is uneconcmical, unscientific and unfair, in 
that it impedes the optimum use of all talent in the 
total delivery systeme.. 


(3) The present systemeeehas simply grown, not 
according to any systematic, long-range pian, not well 
based on reliable data concerning population trends 
and the incidence of illness, and not taking adequate 
account of the impact on the management of mental 


illness of drugs introduced years ago. The solution 
to mental health problems in Alberta for a long time 
has been tc provide more mental hospital beds. Other 


possible, scientifically justifiable and socially more 
desirable courses of action appear to have been 
regarded as outside the narrow frame of reference of 
the Division of Mental Heaith. 


(4) There would appear to be an almost total lack of 
effective, two-way communication between elements of 
the Department of Health...between the Department of 
Health and other health-related departments and their 
field staffs (Education, Welfare, etc.); between the 
Department of Health and the communities it serves; 
and batween government mental hospitals and medical 
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doctcrs in the communities. 


R few examples will be cited. The planning of 
“Community mental health centres" for Calgary and 
Lethbridge was done without sufficient discussicn of 
local points of view; in particular, reasons for 
Ofpesing views were not examined with enough care. 
Although there is alsc some support for such centres, 
in the view of Study members the concept is simply 
outmoded. Notwithstanding the expressed opposition, 
some persons in authority almost appear to have said, 
"Wetll tell you what is gcod for you and that is what 
you will get." 


(5) «se. Many people have tried to make improvements 
within the existing systen. ose These positive 
developments, however, are negligible when compared 
with the serious, basic and numerous deficiencies. 
These deficiencies are resulting ina "bad name" for 
Alberta's health services which will make it difficult 
to attract and retain prefessional personnel of high 
calibre. Albertans should be deeply grateful to those 
who continue tc serve in a poor system.122 


Manpower 


The number of psychiatrists in the Province of Alberta 
at the present time is 51. The ratio of psychiatrist 
to population per 1,000 is 1:30. ‘The present ratio in 
Canada at large is 1:22. The ratio recommended Ly the 
Royal College is 1:15, (Kerr, 1967). Thus, Alberta 
falis far below the present national ratio and is one- 
half of the recommended ratio. 


Patients in the mental hospitals receive only a small 
fraction cf the care from psychiatrists that the same 
kind of patients receive in the psychiatric 
departments of general hospitals. For example, the 
110 psychiatric patients in the general hospitals of 
Edmonton at any ene time are attended fy 19 
psychiatrists, while for the care of the 14,2006 
patients there the Alberta (Mental) Hospital, Edmonton 
has been able tc employ only 3. aa. 


The scarcity of psychologists, qualified to werk in 
these clinical settings, had led to the employment of 
inadequately trained perscnnel as substitutes ina 
number of psychelcgy positions. In the Provincial 
mental health facilities, for example, there are 49 
personnel filling "psychologist" positions but, of 
these, only 10 are gualified. 
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A ccnservative estimate of the need for qualified 
social workers te staff the Mental Hospitals and 
Guidance Clinics of the Division of Mental Health at 
their present level of operation would be 35, nore 
than double the present number, provided that an equal 
number of social work aides were employed to work with 
then. The greatest proportional nsed for social 
workers is at the two mental hospitals, where only two 
qualified social workers are presently employed at one 
and none at the other. ..e. 


At the mentai hospitals there is a serious manpower 
Shortage for psychiatric nursing. Not only is there a 
great shortage in numbers of nurses but also a great 
inadequacy of appropriate training. if a study 
undertaken at the Alberta Hospital, Edmonton, in 
December, 1965, it was shown that a safe level of 
nursing care on the average on each ward unit would be 
2e5 hours of care per daye This figure was in accord 
with the recommendaticns of the American Hospital 
Association and the United States Public Health 
Service. But at the time of this study the number of 
professional nursing perscnnel could provide only 1.4 
hours of care per patient per daye .eeet23 


ct 


Diagnosis and Treatmen 


As observed, and as described by the Division, 
treatment methods, generally, within provincial mental 
health services are simply behind the times. There is 
no mention, and apparently little use, of milieu 
therapy and none of behavicr therapy, the two most 
promising methods of treatment availabie tocday. 
Staffs in Alberta are not being trained in those 
technigues. Moreover, apart from a few notable cases, 
innovaticn is absent in the provincial hospital 
treatment approaches, which were cbserved.!2*% 


Besearch 
The committee is seriously concerned about the 
relative absence of mental health research in the 
Province of Alberta and the unfortunate implications 
this absence has on the mental health services of the 
Province. 


In the period 1966-68, Alberta ranked seventh of the 
ten provinces (ahead of Quebec, Newfoundland and New 
Brunswick) in terms of the amount of research support 
(in dollars per capita and as a percentage of net 
revenue) for mental health from the Federal Government 
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under the National Health Grants program. Alberta was 
also seventh in terms of absolute dollars of research 
Support received. Fer comparison, during this period, 
when the Federal Government gave over $1,500,C00 in 
support of mental health research, Alberta received 
$92,810 while our neighbouring provinces, Eritish 
Columkia and Saskatchewan, received $279,300 and 
$216,550 respectively. 


eee The Research Committee feels that there are at 
least three reasons for this failure: 


(1) The Provincial Deputy Minister's refusal to 
forward to Ottawa, for consideration, grants which 
have been received by him from researchers in the 
Province of Alberta. eee 


(2) Many researchers in the Province, who are both 
trained and experienced in doing mental health 
research, have been discouraged by what they. classify 
as the Provincial Government's negative attitude to 
mental health researche eee 


(3) The bitterness and disillusionment expressed by 

research workers to this Committee have unfortunately 

also been expressed to their colleagues at 

professional meetings, etc., with a result that 

Alberta is probably developing a reputation in Canada 

as a kackward province in the area of mental health 

and certainly not a place to go if one is interested 

in doing research in mental health.125 

The above statements represent some of the significant 
findings of the Mental Health Study. In relation to the two 
earlier discussed information streams, it is obvious that the 
results of this major, objective assessment generally verified 
the infcrmaticon set provided by the independent stream of 
criticism. The study conclusively demolished the image that had 


been presented and defended by the Department of Public Health. 


In terms of the cybernetic model, the informaticn on which 
the government has traditionally based its decisions and actions 


in the mental health field has been revealed as a reliable 
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representation of the reali circumstances in the mental health 
system. The decisicn control centre, the Premier and the 
Cabinet, was placed in a position where the affirmation of its 
previously stated objectives now required a Comnbete 
reassessment of earlier decisions and action programs, and the 
establishment of a eee acticn set that would more effectively 
bring the desired goal cf a modern preventive and rehabilitative 


system of programs and services. 


The information fed back by the verification process, which 
matched the informaticn yrovided by the parity stream, now 
functioned as the official information base for a new set of 
activity. Among the new acticns undertaken, the most immediate 
and significant was the cancellation of the plan to ccnstruct a 
Six-to-eight-million-dollar community mental health centre in 
Calgary (which the study members judged to be another mental 
hospital under a different name).126 This was a significant 
indicator of the impact of the new information, since over 
$400,C0C had already been spent on architectural drawings, and 
the building was ready to go to tender. Other actions 
responding to the new feedback were: 

(1) The development of general hospitals, as the major 

hospital-treatment facility in the case of mental 

illness, was started. An order-in-council was handed 

down in 1670 making it mandatory that mental patients 

be admitted for treatment at general hospitals. The 

Government undertook to provide psychiatric beds at 

the hospitals and review panels. 

(2) The formaticn of regional councils and other 


cocrdinating mechanisms was encouraged by the new 
Minister through financial and organizational 
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assistance. The Calgary and District Council was 
widely representative cf the professions, facilities, 
associations and agencies concerned with mental health 
programs. 


(3) In reccgnition of the need for facilities for the 
treatment of emctionally disturbed children south of 
Red Deer, funds for Woods Christian Home, earlier an 
orphanage, were provided by the Government to develop 
it as a treatment center. 


(4) Patient populations at the two “active treatment" 
mental hospitals were reduced, slowly at first and 
then at an increasing rate as alternative 
acccmmodaticn was made available. The reduction, 
accomplished before the change of governments, 
amcunted to more than cne quarter and the populations 
began to approach manageable size. 


(5) Research into mental health problems, reported to 
be an urgent need following the Study, began to 
receive attenticn under the same Government. [Curing 
the years 1967 and 1968 the Director of the Division 
of Mental Health was provided with only $10,000 for 
that kind of research (Volume I, p. 316). On July 1, 
1970, the Alberta Human Behavior Research Unit was 
established by the University and the Alberta Human 
Resources Research Council, with financial support 
from the Government. in Vits) ‘first | full year. of 
operations the Unit had a budget of $100,000 and 
significant contributions to a neglected area of 
mental health appeared to be possible for the first 
time,127 


The above case history dealing with mental health 
programming has been presented to assess the utility of the 
cybernetic model. By focusing on the elements of information 
ccentrol and knowledge formation, a complex government issue has 
been given coherent analysis and a bureaucratic process has been 


sufficiently elucidated to legitimate a cybernetic approach. 


This case sensitizes the analyst to the power of 
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informaticn control, and the critical relationship between 
knowledge formaticn and subsequent action. The case clearly 
illustrates a key element in the model - the necessity of a 
parity check mechanism to determine the fidelity of information 
sets, Tie sthis yields an infcrmation mismatch, then an 
information verification process will be required to help 
overcome the errors and distortion that hinder accurate 


understanding. 


The mental health case analysis also indicates factors that 
operate to block and manipulate information flowing through the 
communication stages. The perspective provided by the 
cybernetic model, applied to other governmental program sectors, 
would focus attenticn on criticai control processes that are 
never made explicit in traditional, hierarchical power-flow 


analyses. 


The mental health case history provided an oppcertunity to 
explore many of the major conceptual elements in the general 
medel. These elements will now be utilized in the analyses of 
the four subsystems comprising the expanded complex cybernetic 


model of the governmental process. 
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CHAPTER V 


THE IDEO-TELIC SYSTEM 


In this chapter, the ideo-telic system, which functions as 
ene of four subsystems in the expanded model, will be analyzed 
in terms of cybernetic concepts relating to the thesis model. 
Since the preceding chapter dealt with the mental health case 
history, which essentially related to issues concerning the 
ideo-telic process, no new major case history will be 
incorporated in this chapter. Tllustrative material dealing 
with human resources programs in the Government of Alberta will 


be used. 


The synthetic term “ideo-telic", based on the concepts of 
"ideology" and "teleolcgy", reccgnizes that formal, complex 
organizations are created or exist to realize certain goals 
which are the expression of chosen doctrines or valued ideas. 
The “ideo-telic" system, in the framework of this model, is that 
component of a complex organization which processes information 
and makes decisions relating to the objectives, goals, policies 
and direction cf the organization. In a cybernetic sense, it 


"steers" the activity toward a specific accomplishment. 


The field of phenomena to which the ideo-telic system 
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directs its attention is the sector of social reality it 
attempts to alter or centrol. In this thesis, the illustrative 
material is drawn from the governmental sector, where the 
Cabinet and policy advisors functicn as the ideo-telic system. 

In other sectcrs, for example, the operational ccunterparts 
could be the Board of Directors of a corporation, the High 
Command of an army, or the Bishops Council of an episcopal 


church. 


In the model, it will be noted that the selected phenomena 
of the ideo-telic system are comprised of the acticns emerging 
from the respondent system. The cybernetic loop is ccmpleted in 
this complex system when the ideo-telic system, having defined 
as its objective some altered state of the phenomena, and having 
put into effect actions which cycle through the cther three 
systems, measures or assesses the reactions of the response 
system (which defines the resultant altered state) to determine 
the approximate fit between the goal and the consequences. This 
new state of the phenomena then serves as the starting point of 


another cybernetic lcop. 


If we say that a bureaucratic system, in our case the 
governmental system, is purposive, we mean that there are formal 
goals and objectives for which the organization exists. in Oa 
government, these are defined by the Executive Council as 
desirable conditions or events which are the objects of future 
achievement. The policies, embedded in legislative enactments, 


can be described. For example, if a government wishes to reduce 
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unemployment it can define a future manpower state that 
accomplishes this goal. The definition of this new condition is 
essentially an information set, describing an altered state of 
social phenomena in terms of facts, values and feelings. This 
objective is implemented through various social and economic 
policies and the results come back in terms of another 
informaticn set. If one assumes that the information is 
reliable, then the matching of the results (informaticn set C) 
with the desired objectives (information set B) in relation to 
the original situation (information set A) will indicate the 
degree to which the objective has been accomplished and the 
extent to which the original condition of unemployment has been 
lessened. As soon as the possibility of informaticn error is 
introduced into this cybernetic loop, then the definition of the 
original condition and the description of the results are both 
gquestionakle. The whole process is marked by uncertainty if the 
socio-economic phencmenon of employment is not based cn accurate 


informaticn and complete knowledge at the outset. 


The Executive Ccuncil, or to use its popular designation, 
the Cabinet, is the prime decision-making centre in Canadian 
provincial governments. Even acknowledging the ratification and 
law-making function of Legislative Assemblies, the Fremier and 


his ministers essentially operate as the control centre. 


The active members of the Executive Council often work an 
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average of 60 hours a week. An analysis of their activities 
reveals a combinaticn of the following: 

(1) Delegation meetings in which interest groups, citizens and 
constituents inform the minister of their situation, and 
advocate remedial programs cr lobby for change in decisions. 

(2) Cabinet and committee meetings, where issues and problems 
are officially discussed, debated and decisions finalized. 

(3) Advisory and consultative meetings, where members of the 
Ministerial staff or senior department officials review reports, 
brief the minister on problematic developments under his 
jurisdiction, or discuss future programs. 

(4) Official and diplomatic functions, usually involving speech- 
making (cpening of new institutions, community tours, high 
school graduations, special anniversaries, etc.). Commentary 
both to and from the minister on these occasions is usually 
laudatory, nearly always courteous, and seldom the source of 
specific critical opinion. 

(5) Party functions, including provincial and local constituency 
meetings, where policies and programs are assessed in political 
terms, and political errors, liabilities and corrective 
strategies are reviewed. 

(6) Reading some reports, prepared summaries, and press reviews. 
(7) Attending and debating as a member of the legislative 


Assembly. 


This analysis leads to the following observations: 


(1) The all-encempassing activity of Cabinet members is 
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informaticn exchange. Little time is available fcr personal 
experience of operational programs and services under their 
jurisdiction. They are unaware of many activities at the field 
level, where citizens actually receive services. 

(2) A significant amount of information comes in vertal forn, 
which is effective for expression of values and feelings, but is 
inefficient for communicating detailed empirical fact. Since 
personal memory is the general information storage mechanism 
during talks (this assumes the absence of tape recording), many 
facts are lost, although value and emotional impressicns remain. 
(3) Time to read printed reports, the preferred media for social 
scientific information, is severely limited. Many ministers 
demand one- and two-page summaries, regardless of the topic, and 
welcome charts and audio-visual presentations, which allow 
expanded sensory involvement. This tendency towards a 
"hieroglyphic style", combined with few hours for in-depth 
reading, is a significant factor in information loss. To 
illustrate this observation, some ranking ministers were unable 
to allocate more than an average of six reading hours per week 
to research reports prepared for Cabinet members. A prime 
illustration is the Community Opportunity Assessment study, the 
major inquiry into poverty referred to elsewhere in this thesis, 
which centained 1,200 pagese Allowing an accepted comprehensive 
reading speed of 20 pages per hour, it would require 60 hours to 
cover the report. Understandably (but tregretable for the 
acquisition of new knowledge), not one member of the Cabinet 


acknowledged reading the entire report. This lack of time to 
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study reports becomes extremely critical when it is realized 
that the above study was only one of many reports continually 
being presented to government leaders. 

(4) Cabinet ministers function on the basis of summary 
informaticn. Not only does this entail severe information loss, 
but dependency on those individuals who select the information 


and determine the ccntent that will form the ministers! views. 


Most individuals do not appreciate the extensive demands 
made on government leaders, nor are they aware of social 
structures that emerge to limit open access to leaders. From 
the discussion above, the well-informed, knowledgeable minister 
who has the time and energy to remain aware of all the 
activities that are under his jurisdiction, is an exception. 
For a delegation to leave a well-documented, comprehensive 
report for personal study by Cabinet ministers would be a 
questionakle strategy: it would be more realistic to prepare a 
report, read the highlights, and verbally stress the major 
conclusions, for the probability that a minister will read a 
complete report left after the delegation departs is generally 
very low. If new informaticn is to be imparted, the best hope 


is to revert to verbal form. 


The quantity of written information contained in most 
reports is not inappropriate for the complex issues represented, 
but the Cabinet members are unable to respond. Each year, as 
the government increases in size, and information about human 


affairs expands, this “information-overload" syndrome becomes 
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more severe. The employment of consultants and executive 
assistants creates an artificial expansion of the ministers! 
informaticn handling capacity, but these efforts are not 
sufficiently significant in size or function to appreciably 
alter the knowledge crisis related to printed reports and 


studies. 


Ifa governmental system is committed to integrating and 
ccordinating its laws, programs and services, then each 
additional element that must be considered in decision-making 
increases the requirements of intelligence, time and memory 
needed by the ideo-telic control/decision centre for adequate 
knowledge. This principle is demonstrated simply enough by 
cross-impact grids and multivariate analysis. Each new factor 
entering the information set demands a significant increase in 


analysis. 


If a mathematical formulation is illustrative, every linear 
increase in the factors entering the information set of the 
decision centre yields an exponential increase in possible 
interacticn patterns. Tf four elements yield 24 possible 
relationships, five elements yield 120 interaction sets, and six 
elements yield a possible 720 combinations, then, given 
equivalent capacity, an ideo-telic system dealing with limited 
phenomena (the mayor and council of a small town) could be 


expected to yield mcre appropriate decisions, and experience 
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greater success, than an ideo-telic system engaged in a complex 


situaticn, such as the Premier and Cabinet of a large province. 


Though not to be taken literally, these mathematical 
formulaticns pcint out the increasing complex consequences of 
expanding government jurisdictions and programs, while 
maintaining relatively slcw-changing, conservative information 
systems and decision-making mechanisms (such as has been the 


history of Canadian governmental systems). 


The propensities of certain political ideologies, 
particularly socialism, to continually expand the jurisdiction 
and operational power of government, through nationalization of 
traditional private sector industries and absorption of social 
services provided in past times by family, churches and 
voluntary community organizations, results in increasing 
pressures upon the government's communication and decision- 
making processes. Each new jurisdiction places more demands on 
the Premier and the ministers, but no corollary restructuring or 


increase in decision-making capacity occurs. 


This seems to be a major basis for the popular notion of 
government inefficiency. The complexity of the phenomena 
increases and the intelligence, time and memory demands 
increase, slowing down the traditional decision process - yet 
the incidence of social problems, due to the increasingly 
complex interaction networks, appear to be accelerating. The 


issue is not the competence or incompetence of individuals, but 
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the formation and organization of knowledge and subsequent 
action. Yet despite this information and decision overburden, 
there is a “lemming-like" character to contempory citizens! 
increasing acceptance of, or resignation to, the increasing size 
of government, and the continuing takeover of private and local 


level prejects and programs. 


Knowledge by governmental leaders or specialists is partial 
at best, focused cnly cn these activity patterns that concern 
them, and unaware of other consequences emerging as a result of 
overlapping and competing regulations and programs. To 
understand this phenomenon, the famous electrical tlackout of 
1966 in Ontaric and New York is illustrative. The complexity of 
the network design inadvertently included by random logic 
another network, that was triggered by the failure of an 
inexpensive switch in Ontario.!28 This demonstrates that with 
increasing complexity in interacting systems, the prokability of 
creating unknown potential networks increases significantly. 
Except by simulated models, which is nearly an impossibility in 
secial affairs, given the present primitive state of our social 
indicators, there is no way of anticipating consequences that 


flow from unintended networks of activity. 


Even at a less sophisticated level, the possibility of 
general awareness by government leaders is problematic. A 
senior, experienced Cabinet minister in the Social Credit 
administration of Alberta said it was nearly impossikle to be 


aware of all the activities and operations of his own 
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department. But not only was it publicly assumed that he 
controlled his department, but he also felt obligated to respond 
intelligently and knowledgeably at Cabinet meetings tc proposals 
emanating from approximately 20 cther ministers, each in charge 
of enormous administrative pregrams. Sartori, in his analysis 
of the French governmental system, also identifies the scope of 
the phencmena as critical: 

Whether we ask if parliament controls the government, 

or the parties control parliament, or a presidential 

system is needed, the fact remains that essential 

sectors and entire spheres of power escape all 

control; the fact is that the very size of the object 

to be controlled threatens to overwhelm the 

controller, and the bureaucratic state's elephantism 


escapes the ccntrol of the democratic state more and 
more merely by virtue cf its dimensions, 129 


3. Memory Problen 


The complexity of contemporary public agencies, bureaus and 
programs that function to serve a society has become so enormous 
that it defies the memory capacity of any individual to be 
comprehensively informed. For example, a project was undertaken 
in 1966 ky the Government of Alberta to develop an inventory of 
all formal programs and projects offering services to 
individuals and communities in Alberta. Criteria for inclusion 
in the inventory specified either a full-time staff or a formal 
budget allocation. The inventory outlined federal, provincial, 
municipal and non-profit public agencies (Red Cross Society, 
YMCA, etc.), and eventually filled six volumes, containing over 


900 different programs (and this listing was not entirely 
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comprehensive). This was the last attempt in Alberta to develop 
an entire inventory. Whe then, can grasp the entire range of 
activities in this modern system, dominated by hundreds of 
agencies and eefoyaets in a vast, complex bureaucratic system? 

Ministers and senior officials only focus on their own area of 
jurisdiction, with minimal efforts to relate and coordinate with 
other areas. More seriously, in a federal system, such as 
Canada's, each level of government only attends to its own legal 
domain, and within these, only the senior Councils cr offices 
(Prime Minister, Premier, Mayor) have the obligation to maintain 


a comprehensive view of their own system. 


In reality, there is nce one, or no existing centre, that is 
knowledgeable about the total system of governmental activities. 
Nor, given its increasing complexity, is it humanly fossible to 
have full comprehension. The governmental, bureaucratic system 
that dcminates society is now mindless, in the sense that no 


cognition centre or "brain" grasps its totality. 


A mcore appropriate model than that of an wholistic organism 
would be that of a cell cclcny whose elements interact semi- 
autonomously in a common sphere, experiencing a succession of 
crises precipitated by random dysfunctional interacticns (e.g. 


inflaticn) which seem to defy explanation or resoluticn. 


information Distortion 


The seccnd major source of deficient information formation 
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in the ideo-telic system results from information distortion or 
Manipulation. As discussed earlier, individuals or groups, 
particularly the "gatekeepers" identified by Eastcn,139 can 
control the information set flowing to the terminal receptors 
when they are in a position tc mcnopolize the communication 
channels. Acting consistent with an alterant or a subversive 
value/goal orientation, and aware that a knowledgeable minister 
or Cabinet would decide contrary to their interests, a 


distortion or falsification is effected. 


This manipulative process can be categorized according to 
three very different reasons. The first, and seemingly most 
common, is to gain some personal benefit or advancement, or to 
promote patronage. In one form, this requires the transmission 
of information which supports and confirms favorable self-images 
held by the ideo-telic authority. This seems to be a universal 
requirement for ingratiating oneself with governmental leaders, 
and the Achilles heel of egotistical ministers. If an accurate 
representation of a situaticn does not reflect favecrably on a 
decision-maker or control group, there is often a negative 
reaction to the messenger. For example, the political science 
advisor, when he presented survey results prior to the Social 
Credit gcvernment's last election, was curtly received and 
excused by the Premier and a Cabinet committee following the 
disclosure of random polling results which indicated a severe 
and seemingly irreversible decline in political support.?%? This 


was very bad information, and not the kind usually tendered by 
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advisors and "blinkered" aides who surround political and 
governmental leaders. These latter persons, who quickly vanish 
following election defeat, consider "good news" to be the best 
strategy to attain their personal ambitions. They fear 
communicating negative impressions, or challenging possible 
erroneous information held by the decision-makers, thereby 
pocpacdizing the fcrmation of accurate knowledge which is 


elemental for competent decision and action. 


The second type of information manipulation is not 
generated by a quest for personal advancement and power, but by 
a conflicting or alterant value/goal orientation. During the 
Government of Alberta's "Human Resources" period, this 
manipulation was evident on occasions when the governmental 
leaders focused on politically-oriented goals concerned with 
continued electoral success. Programs and commitments were 
short-term (from budget to budget or, at the most, five years) 
so that politicians could "prove" success in the next campaign. 
However, it was known to specialists that certain complex- 
generaticnal problems such as poverty and cultural integration 
would require long-term support, far beyond the usual political 
term of four to five years. Strategy therefore entailed the 
presentation of information, for example, about indians and 
Metis problems and program objectives, within the framework of 
hopelessly optimistic, but politically acceptable, timetables. 
This mechanism of information manipulation can be seen in the 


many decisions supported by the government to bring the northern 
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Alberta community of Wabasca from a tradition of welfare 
dependency to self-sufficiency through a community-owned-and- 
operated timber industry. If realistic times and costs needed 
to ameliorate the social and economic deprivation of this native 
community in Nerthern Alberta had been presented at the outset, 
it could be argued that this would have jeopardized the support 
programs. Eventually (after four years) the government withdrew 
its financial support of the community-owned timber company. 

From the perspective of certain government officials, enough 
time had been allowed tc prove viability. Yet to those 
knowledgeable about this and Similar communities, the 
development of the residents' skills in organization and 
Management during that period of time was encouraging and 


significant progress. 


The third type of information manipulation or distortion 
emanates from participants in the first three stages of the 
communication process who have no formal commitment to the 
value/goal of the ideo-telic system, but who identify with the 
techno-methodological system. These are generally senior civil 


servants, who provide ministers with information, advise them on 


program alternatives, offer perscnal advice, and monitor 
feedback messages. As will be outlined in the next section, 
these participants are committed to principles of 


centralization, impersonality and professionalism. When they 
function as information handlers in the ideo-telic system, they 


astutely claim impartiality in relation to political issues. 
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Their infcrmaticn, however, always seems to benefit thsir own 
professional career objectives, which are never claimed to be 
political. They often survive longer than the ideo-telic 
authorities eney serve, which indicates that their involvement 
in forming knewledge is net generally detrimental to their 


alterant values. 


The resolution of information and knowledge formation 
problems occurring in the ideo-telic system of a complex 
government requires measures to (1) overcome error resulting 
from deficient intelligence, time and memory, and (2) prevent 


the operation of deliberate infcrmation distortion. 


According to the theoretical model and cperational 
analysis, the fcllowing actions contribute to a reducticn of 
intelligence, time and memory related errors: 

(1) Reduce the complexity and size of phenomena, which will 
require less intelligence, time and memory. In this case, 
"small is beautiful",232 

(2) Reduce the number of stages through which information 
passes. As first-hand experience increases, there shculd be an 
increase in knowledge. This principle is seldom operationalized 
by government leaders, except in times of crisis - the classic 
Situaticn is a personal investigation by the leaders of 
governments to disaster areas. It appears to confirm that in 


emergency situations, when accurate knowledge is critical (aside 
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from political visibility), immediate observation and analysis 
is the best method. 

(3) Increase the intelligence, time and memory toa level 
commensurate with the complexity of the phenomena. Increase in 
time requires reorganizaticn and additional concentration. The 
memory of the ideo-telic system can be strengthened at a group 
decision-making level by adding experts and improving 
informaticn and data banks. To illustrate an attempt to 
increase intelligence, within the definition of the theoretical 
model, a major effort undertaken by the Government cf Alberta 


will be discussed below. 


For a government, the Premier and the ministers function as 
the "bkrain", The extent of their ability to symbolically 
integrate and rearrange variables in a social situation is 
determined by their interaction and coordination patterns. One 
of the most obvious defects of most contemporary governments is 
their departmental, single-function mentality of organization. 
During the years when special efforts were undertaken to 
alleviate poverty, it was continually demonstrated that poverty 
is a multivariable, highly complex interacting phenomenon 
affecting the entire range of social-economic matters ina 
community social system. Yet the structure of government, and 
the organization of information and knowledge in the government 
was balkanized, compartmentalized and departmentalized. The 
government, from the structure of Cabinet down into the 


hierarchical levels, reported, organized and formed information 
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symbolizing a highly-interacting system according to the rigid, 
jurisdicticn-bound, separated structure of government. A 


working paper of that period stated: 


For meaningful and effective coordination to occur in 
governmental services, it is necessary to examine each 
functional area of service.ee-against every government 
department and its program. Conversely, coordination 
requires that departmental programs be examined as to 
their possible implications for the various functional 
aALEaSeee 


Lack of sufficient cross-awareness and cross- 

examination has sometimes resulted in programs being 

developed in isclaticn from other programs, causing 

overlapping, duplicating and gapping when viewed from 

the perspective of the functional areas. ..e. 

At present, many groups and regions see many 

departments carrying out separate functions without 

any apparent integration or coordination of services. 

They see a formal ailiance of departments rather than 

an integrated system of government Services. eee 

A preferred structural framework would be one in which 

coordination of functions and programs would be able 

to take place across a total range of social and 

eccnomic matters affecting human development in 

Albertae eee133 

Essentially, the conceptual skills cf the ideo-telic 
system, its intellectual capacities, were unable to comprehend 
highly interacting, interdisciplinary phenomena. There were no 
conceptual mcdels analegous to the phenomena. Wholistic, 
totally interacting situations were subjected to an analysis 
breaking the phenomena into a number of separate elements 
{health, housing, water, education, etc.). This step is 
understandable, but the intellectual deficiency demonstrated 


itself in the organizational inability to reorganize and 


synthesize these elements into a new model which reflected the 
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social reality. At that time, Cabinet ministers met, each 
representing a departmental or specialist area, and there was no 
official responsibility for ministers to function in a more 
general rcle. Their knowledge of community systems, regional 
scecio-eccnomic systems of ccmplex problems such as pcverty was 
extremely deficient. To remedy this deficiency, legislation was 
passed establishing the Human Resources Development 
Authority.13¢ This was primarily a group of senior Cabinet 
ministers who were now to sit as a group, not representing 
departments but to focus jointly and generally cn poverty 
related problems. As cutlined in the Act: 

3. (1) The functions of the Authority are to develop, 

cccrdinate and supervise provincial and regional 

programs and services to encourage and help 

individuals and communities develop their human 

resources to their fullest potential and in 

particular, but without affecting the generality of 

the foregoing, 

(a) to undertake or sponsor economic and social 

research necessary to determine the human and physical 

resources develcpment prcblems and potentials in any 

specified area, 

(b) to foster awareness among local people of their 

individual opportunities and their communities' 

preblems and potentials and to assist and involve 

local people in the preparation of social and eccnomic 

development goals, and 

(c) to implement and assist in the implementation of 

projects designed to increase income and empicyment 

opportunities in underdeveloped urban and rural areas 

and raise standards of living therein.1395 

The H.R.D.A. operated for four years, until the defeat of 


the Social Credit administration. Few ministers or senior 


government officials fully understood the basic function of the 
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H.-R. DeA.,136 and even the support staff of the H.ReDA. 

confused at times the rele of integrative, comprehensive 
definiticn of socic-economic objectives with specific program 
operations. The Human Resources Development Authority was an 
innovative attempt to strengthen the intellectual mechanism of 
the ideo-telic system, and was effective in many areas where its 
membership could be informed and could think in an wholistic 
manner, forgetting for that duration their primary and publicly 


visible function as ministers of single-line departments. 


Distortion Resoluticn 


The second area reguiring resolution in the ideo-telic 
system deals with the function of information manipulation. The 
earlier case history of the mental health system demonstrated 
that the cnly effective mechanism to mitigate this information 
subversion is the operation of parity information processes. 
Governmental measures which support independent information 
formaticn streams have always been suspect by politicians who 
traditicnally desired centrol of socio-economic information. 
Early in Canadian history, a tradition of government-funded 
research councils, developing knowledge concerning physical and 
technical matters, was established. Untii the 1960s, however, 
there were no research groups, with the excepticn of the 
Economic Council of Canada, that provided independent 


informaticn on socio-economic affairs in society. 


As part of the general human resources progtan, the Alberta 
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Government established the first public-funded social research 
ccuncil in Canada, the Human Resources Research Council.!37 This 
council had a mandate to develop knowledge, using scientific 
methodclogy, concerning the whole range of social, economic, 
educaticnal and health matters affecting human development. 

Prsonenter this istime, (this: task: thad primarily been the 
responsibility of government service departments. Because of 
their vested interests, environments of specialized jurisdiction 
and confidentiality, and secondary commitment to objective 
methodclogy, they were fcund to be questionable institutions for 


generaticn of quality information. 


The He. Re RoC. operated under independent legislative 
authority and determined its own research priorities.136 Only 
two of ten members of the Council were Cabinet 
nministers/politicians. It could be asserted that this research 
organization provided, at least formally, the capacity for 


generation of independent and reliable information. 


This organization was dismantled by the succeeding 
government. Many reasons were given for this action, but a 
public incident, which may have been a precipitating incident, 
was a media statement cn manpower research by a senior HeReReCe 
economist, which was interpreted by the press as a challenge to 
the wisdcm of the new government's manpower policies and 
programs.139 By indicating its intent to organize research under 
ministerial and departmental jurisdiction, the new government 


gained a short-term political advantage. However, according to 


Jon seaey tntaod 2: pebairs-oRtdug ) 
sit? S64. cdogeae: gozauae®. . o s298 _ 
| fae hoe. padew gaedacrted ‘aceon wf 
‘| .jineaese vietooa, - 19, Seat: stode 2 joe 
range ee oh wanna palvosthe ies | ies 
he NONE ERO. «Ae asad, ste: # gin ob | 
to see oeE wesqen sare oobvaed ee 29% 84 | 
ohdpabedtok bees bipzodge) Ra etnenaoaiva smoot 
Vitost do |) ae" sneesiawos, yiabmnona bos. bei 
eo kine zs tames ‘wited treeap ad 23 baegd adits 


Hd peri ge 


wb ded aa: deokgonehik xeban desszege: a sDeseeBy, 
ue ASS 


win PF higae iiakcorai. donesdem ‘aw art stockwtotee ane. 


ae 


bea : 
| ae 
i co 


4 


a ween” AEQAESD Ce oo) aay 
= Piel Ts oa 
Leroy aha asait Sedusome aa, tugs 33 cotnstnte tenn 


yi" sPaeqao ‘ea: ‘getaan0} gaset *8 “sinivens aoties 
- sgbgingaoRaz ofiphter: bes a taehawaiebat to ‘aol nh | 
cre re oy, Pape | ‘aay. aoktastaneze Pry 


a ee | cashed bagi hai esd td Heen ream? .faeia 
j Le 


t «if 
ay or ‘8 203K LJ Ag  fossoce sovoqsam a9 dames a3 ‘ation ne 
eas e an 

ie i) ant tial> + 2 ee ger ads a betesaresak any “beotit WSO EROvERE, 


° 16 


ae ale yeh byt inenilzevor wen ait to. arbaiy oad 


ee bn destnatafs ~ . bes 0? gosta: aif, ‘Webt gbtbat «@ ee) .ans0o2d. 
beh aut (evesatzage® bas, Fetsebolace, 


2: aA sal 


er ispsgiae ravens Bebe 


135 


our model, it thereby opened up the possibility once more for 
informaticn ccntrol and manipulation by those administrating the 
research and feedback processes, primarily senior civil 
servants. By the abolishment of this parity information 
mechanism, the prospect of deficient knowledge, and ultimately 
inadequate decision in social affairs, was given strength and 


renewal. 
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CHAPTER VI 


THE TECHNO-METHODOLOGICAL SYSTEM 


In this chapter, a cybernetic analysis will be undertaken 
in the functional area dealing with technolcgical and 
methodological formulaticns. The case study that will be 


utilized deals with the history of the Alberta Ecology Corps. 


The terminology chosen to designate this system relates to 
the definitions of both technique and method. Technique 
incorporates the following meaning: 

eeethe body of specialized procedures and methods used 

in any special field, esp. in an area of applied 


science...~method of performance; way of 
accomplishing.ee; ability to applye.e.?*9 


One meaning of the term method is: 


eeea Manner or mede of procedure, espe an crderly, 
logical, or systematic way of instruction, inquiry, 
presentation.e.a way of doing something, espe in 
accordance with a definite plan...1*%! 
The techno-methcdological system then operates to carry out 
those functions of defining the procedures, strategies and 
methodologies which will be employed =O acccmplish a 
predetermined objective. This system, when referring toa 
complex organization, refers to those people who are engaged in 


a professional, technical, specialist or management role. They 


are distinguishable from those who are in fact employed to 
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operate the plans and programs they have formulated (the 


mechanical system). 


The ideal. model of governmental process has a_ simple 
understanding of the location and role of the techno- 
methodological systen, popularly termed “the public 


administration", 


The ideal of democratic government envisions a simple, 
classic feedback process. The elected assemblies and their 
executive leaders formulate laws, goals and policies that 
express the will of the people; these are implemented by the 
public service departments, and the eeenats are evaluated by the 
people, who can maintain or change the programs by the control 
they exercise through their elected representatives. Ellul 


outiines this traditional democratic concept: 


Tradition accords great importance to deliberative 
bodies, ccuncils, votes, and the designaticn of 
political leaders. Political thought revolves around 
this; from the point of view of democracy, the 
pecple's sovereignty operates here. This goes hand in 
hand with the well-known pattern, the classical and 
reassuring schema cf administration; administrative 
personnel are named by the politicians: such personnel 
therefore depend entirely on them. wae The 
administration exists in order to execute the 
decisions of the political leaders - that is its only 
role. It is activated by the decisions of its central 
brain. Thus the vast administrative body is nething 
without the political center, which is everything. 
Against this administration, the citizen can be and is 
being effectively protected: he can have recourse to 
channels. But more than that, the citizens are the 
masters, thanks to elections, councils and assemblies. 
They can act upon the state's decisions and therefore 
upon the administraticn. The latter is nothing but a 
relay mechanism, a transmission belt.!*? 


ett) hevatinted awed ved?) eee 


ee, iy Re 
a , Ju s . OS “a: . hae rd a he xs Te, 
, ie 0 Oia me eater = E | Oe Ta ea 


tae 
‘ 
=| 


= 


ofqaie = aad easz024 tats | 
-ondord o49 Fo eter! bag ok : 
ogg. ae banaes, pay eas it ; 


Obdaea g sddiataes sou aawoy ode 
vhutd (See | aa Liddaeen ‘besgole » eae | | 
‘obs — meckodihoty: faa alae: yet peers 
nie ee tas moagigne .dast anet — = sh e 
ae a hosed. Laws ere es tuners oat paw = an — oe | 


outa’ ‘oi ea ener petg eds apand3, 10° 


hee Pag ie 7, , 
bacicn ne ated  pespete” aki 
hy RR ah ce 
" aiqsaa0s ae aapee 


4s f ibe pv toa: aan “Aiea add 4d Macmtyaat teas a 
aera xe! zamalls : a0 | ae  biraged petite n 
hie Rehto: ah SaRaER Le e 

sown us Bi gay ~ veabisel Lao > anola 
* aad pees a2.) 20 20 Rinorted ye 6 ad? yd: frost on at ates ute A 
| (eat fie e2t2totabe FOR. pda fr 


a> els ,poltorte ; . 
we GES SA sbatoesomy qpartsuaite pried) yy." 
at .F6s c2dt Brom sed. -efetusdo |, 

ie ae ene a ,enotsoe lie ‘Os Baad 7. sazatean ©. 
a a okie POah 2 otate eft. qbya fos aso.gedT ., >) 

eR gL ete <a> bSectebtiahs ede Ragen) ©, 
cs eiaauags * pee seeapen totes. hk? 


4 = 
4-5 - ib 


138 


For the techno-methcdological system to function properly, 
it is necessary to understand the original phenomena, not in 
order to determine an objective or goal or new situation 
relating to those phenomena, but to determine the strategies, 
technologies and actions that will result in the social 
phenomena responding or reacting in the manner desired by the 


ideo-telic policy-makers. 


This requires a highly reliable information set - an 
exacting knowledge of the current state of the target 
respondents who comprise the social phenomena. It also requires 
a professicnal “memory" or knowledge of a range of techniques, 
methods and action that will precipitate the desired state of 


affairs. 


If an assumption is made that the control centre of the 
respondent system is knowledgeable or fuliy informed of the 
social actions (services, programs, laws, demands) directed 
towards it, then the effector action flowing from this knowledge 
(assuming intelligence, time and memory) will be determined by 
the value/goal orientation. If the strategy and methedology of 
the planned activity directed to the respondents accurately 
incorporated the value/goal aspirations of the respondent, then 
it is probable that the reaction of the respondent system will 
take the form that was criginally the objective of the ideo- 


telic system. 


Conversely, if values have been misperceived, particularly 
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at the techno-methcdclogical stage, then the respondents! 
reaction will result in an altered state in the social phenomena 
not anticipated or desired by the ideo-telic system (e.g. a 


negative vcte or oprosition). 


The techno-methcdclogical system, as it has evolved in 
governmental systems, is the prime example of what classically 
is referred to as the "bureaucracy". In the Government of 
Alberta, the senior bureaucrats are referred to as the 
"Management group", and comprise over 71,000 individuais in a 
total civil service body now estimated at over 25,000 persons. 
This group, made up of professicnal management, specialists and 
administrators, seek as their priority objective the stability 
and order of their own internal "political" systen. Their 
function of designing programs and strategies, and administering 
the implementing activities, is usually undertaken in an 
environment remote from those environments actually affected by 
program decisions. Their value commitment tc supposed 
objectivity, impartiality and a general system of rules that 
eliminates favoritism and prejudice creates an ethic of 
imperscnality and professional aloofness. The ideo-telic 
participants (politicians) represent and are in constant contact 
with respendents, and the workers or field staff of the 
mechanical system actually deliver the services, while the 


techno-methodological managers and specialists remain remote 
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from first-hand encounters in their work. Elaborating rules to 
cover alli cases, and undertaking analysis and decisions at a 
distance from the social action, they maintain imperscnality and 
gradually locate operational decision-making at the central 
offices and away from field areas. This ostensibly eradicates 
impartiality and enhances egalitarian program planning, but it 
serves in fact to centralize and accumulate operational power in 
the administrative bureaucracy, where maintenance values take 


priority over the goals of the ideo-telic system. 


A central characteristic of the techno-methodological 
system in modern government is the hierarchical structure, 
composed of a series of strata, within which peer grcups forn, 
creating social barriers between strata, and limiting 
communication flow through the hierarchy. in the Public Service 
of Alberta, levels are stratified as one moves from manager to 
supervisor to director to assistant deputy minister to deputy 
Minister. Informaticn transmission is formalized, and at each 
exchange there is the possibility of error, or distortion, to 
enhance strata peer group objectives instead of the general 


system objectives. 


In exploring the isolation of different strata, and the 


behavicr cf members within these bureaucratic strata, Crozier 


concludes: 


This pressure of the peer group is one of the most 
relevant factors for understanding the bureaucrats’ 
esprit de corps and ritualism. The displacement of 
goals that is basic to them could not take place if it 
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were not enforced by the peer group as a way of 
protecting itself against cther groups and against the 
organizaticn. Task impersonality and petty regulation 
are, in fact, very well developed in many private 
large-scale modern organizations, without impertant 
effects on ritualism. The same forces have a direct 
impact in a bureaucratic system of organization 
because the isolaticn of each stratum allows it to 
centrol its own domain and to ignore the 
organizaticn's wider goals. We should further like to 
argue that, in order to get the best bargain for its 
Own members, the peer group must pretend that their 
partial objective is an end in itself. The members! 
ritualism provides gcod means to achieve such an end. 
it enables the group to assert its own differences and 
uniqueness, to pretend its cwn functions are the most 
crucial for the success of the whole organization. 
Then, finally, it helps develop and reinforce group 
solidarity among the group's own members,1%3 


The existence of both organizational stratification leading 
to communicaticn barriers, and the emergence of goal 
displacement, undermines the reliability of information, and 
produces programs and action that have limited corresfondence to 


the plans and implementation that are implicit in the successful 


executicn of the ideo-telic objectives. 


Ideally, the techno-methodological system has intelligence, 
time and memory to design programs that will attain social goals 
defined by the policy-makers. But if this system has a value 
orientation dissimilar from the ideo-telic system (which is the 
traditicn cf the British and Canadian civil service who maintain 
a non-political orientation), and if their members remain aloof 
from direct observation of the phencmena, decision and action 
will be skewed both by inadequate knowledge and alterant values. 
Crozier, analyzing the centralization of decisions in French 


bureaucracy, states: 
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People who make decisions cannot have direct firsthand 

kncwledge of the problems they are called upcecn to 

solve. On the other hand, the field officers whc know 
these problems can never have the power necessary to 
adjust, to experiment, and to innovate.i*%* 

There emerges in the public administrative bureaucracy a 
type of “heat sink" phencmenon, not unlike the popular "passing 
the buck" syndrome. The field staff (operational system) 
reacting to negative perscnal encounters resulting from services 
they deliver but do not plan, escape the "heat" or tension by 
referring the reaction to a higher bureaucratic level. This 
process continues through succeeding higher levels of 
communication and authority until no personal tension is 
experienced, or to continue the analogy, the "heat" is sunk and 
dispersed. The program administrator or manager is remote from 
the social situation, and therefore less sensitive to evaluative 
and emcticnal elements. In turn, his decisions may be 
inappropriate, given information deficiencies occasioned by his 
remote location, initiating another cycle of the same process in 
which the program operator in contact with resfondents is 


delivering possibly ineffective services, precipitating 


additional negative encounters. 


This analysis of the techno-methodological system as it 
presently operates in the public service indicates three primary 


characteristics that effect the cybernetic process. 
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1. Superior Specialist Knowledge 


One of the principle criteria of Weber's “ideal type" 
defines the requirement of specialized knowledge in a particular 
area. This is a powerful factor in the subtle process by which 
the fpolitical leaders become dependent on the senior 
professicnal management. The Cabinet or a minister may be more 
informed concerning values and feelings of the public, but in 
technical and other highly specific areas there is always a 
specialist, expert or other professional who is superior in 
knowledge. This relationship is maintained by the present 
system which appoints elected politicians as ministers who 
function as chief executives of large administrative 
organizations. The competence and experience of successful 
politicians (public image, oratory, etce) have often no 
correlaticn to responsibilities they later assume as ministers 
of the Crown. In terms of memory (knowledge derived from 
experience and education), they are the least qualified of any 
chief executives in society, yet there are no efforts to reform 
this situation by separating the functions of the ministry 
(ideo-telic) from the administration department (techno- 
methodological), such as has occurred in Sweden.!*5 As 
government departments presently operate in Alberta and 
elsewhere in Canada, the ministers in most instances inevitably 
become very dependent on their senior professionally-trained 


administrators and experts. 
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This advantage in knowledge is, according to Weber's 
analysis, a scurce of dysfunction and subversion for the 


legitimate political process: 


eee But the very conditions of efficiency that Weber 
specified alsc can be the conditions that lead toa 
subversion of the rule of law and the transformation 
of bureaucracy from a fpolicy-implementing to a 
' decision-making body. In this respect the official's 
knewledge is important. This knowledge is technical, 
since appointments depend upon certified 
qualificaticns, and consists of organizational know- 
how acquired through day-to-day experience with the 
minutiae cf administration. Under modern conditions, 
the cnly alternative to administration by officiais 
whe possess such knowledge is administraticn by 
dilettantes. This alternative is ruled out wherever 
the expert perfcrmance of functions is believed to be 
indispensable for the maintenance and promoticn of 
order and welfare. Thus the official's technical and 


organizational knowledge is a sign of his 
indispensability and hence of his power, unless he i: 
controlled by -peopie who pessess not only the 


authority to supervise him but the knowledge to do so 
effectively.i*6 


While the ideo-telic system in a democratic society is 
committed to open debate and information, at least to the extent 
of public legislative sessions and hearings, that is not the 
case with the techno-methcdologicail system. Its participants 
prefer to operate behind clcsed doors. The members of the 
Social Credit Cabinet, whose operations merged with the techno- 
methodological systems when they operated as department heads, 
usually held their sessions "in camera". In fact, it was not 


even the practice to record minutes of Cabinet's management 


* 


WAP - 103 so heme bas, tee 3 


usde® Jade pais lartee tn kis pe 
aod ham tent eeolsbhaos | add ad: vl 
aottaazotenes+- oft dae-wel 49 spe @ 
5 oF piitconolqni-~yxilog Mau¥ . oe 
wi fetolktio of? toeqass atdt er 
'y(etlddnes of wobe iwowd. aha? oy 
ewe. Ree.) Bama 
ayy, LIE Wk eitae ge Aa: AeA 
ie @fiw owhaiaeete Pai 

sitio £6 Sager’ i2ohee, teh 

us OLE k tre oH “iobetistatdie 98 pe 
¥¢, watiegsata data: a evbaie ow 
vere. Sekeret ove seamatn ee 
ok eg Rie e Eid. yd - mottoar® \ Pirie 
ty owen, - Paps Metpeetk tes. 

ees faceusten® ai fe iahane) wed aot 
ne ey ‘gaa aoe ot , haa Sekar 
hy, Gh ale line, 4 eee nde” Sis rae 
Bo i Ny Tek PO" - Be SS | wey. a 
4 bal: 


any OR, aa Rebs coi tad 
at 7h 
ah | ot : 
i ie ee my RAS 


ah ye hliege ‘oslo wat waters sakes oat | ony ofa aa ie 
tachin kde eine a tee: a6: gtodtoarghal, baa ‘pradee creoe of) bass >, 
‘eh 4 wes | a: smbatinael hie | naocbanioa| wv bbe bares i: Sktduge fe 


paige i - ‘ern shaldeits” Lantyelboadseanondoe3 adit Asti vaan’ | 


“ca ihe (ae asian ty ‘tage be aoa: baila Stat ed9: bt aptexg *, 


qeadias, abe i Rasa Rants sage s208W y2eatie? otbwaa: Agtooe - 
‘Ed Anas seqm saan) \ pr Bigeea vag yes REAM. < BERL ER: |  feakpotobodssia, 
‘6. aRWe 4 Rie: jets aa nee: 72° weg tases sis BLed vhbewe as 


ee, , 27 reataes “o ei hao> ex we eairoat: oad fare. kf 
ay A bah : ’ i : ' ‘ : ; - mg 7 = - Z ee 7 


7 ri <j: 45 
ees A : - ‘ f ss 


y, 7 


~ 7 =F 
f ’ 
f 2 - : ap: 
M - aes, y Ae ‘ a. » +3 = Fan 
m4 a ee ef = iy % \- i 
rr t 5 itl a ee 


i 


145 


discussions - only Orders-in-Council,!*7 which documented 


official decisicns, were issued. 


This penchant for maintaining strict informaticn control 
pervades the technce-methcdological system. Access to 
administrative ies and management or planning meetings is 
denied to the public, and to elected legislative members except 
under formal, limited circumstances (questions placed on the 
order paper in the Legislative Assembly). This strict adherence 
to concealment is essential to maintain control. The cybernetic 
model indicates that this secrecy, which undermines the parity 
informaticn process, effectively prevents verification and 
assessment. There is no way of knowing what is actually 


occurring, as was pointed out in the mental health case. 


Ellul, in pursuing his argument that it is an illusion to 
think that any centrol exists over the bureaucratic 
administration, comments on the process that occurs fcllowing an 


ideo-telic decision: 


From the very moment that a general policy decision 
has been made by the minister, it escapes his ccntrol; 
the matter takes on independent life and circulates in 
the various services, and all depends eventually on 
what the bureaus decide to do with it. Possibly, 
orders will eventually emerge corresponding tc the 
original decisicn. More frequently, nothing will 
emerge. The decision will evaporate in the numerous 
administrative channels and never really see the light 
of day. Everyone knows of ministerial orders getting 
nowhere simply because they were blocked - purposely 
or net - somewhere along the line.1*8 


Not only is Eliul a theorist, but he has participated in 
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French gcvernment as an elected political official, which adds 
legitimacy to this rather pessimistic view.1*9 The consequence 
of orders evaporating in the system also operates in Canada at 
the highest level. In reality, the leadership cften never 
learns what happens to policy directives, and bureaucratic 
secrecy insures the difficulty of determining precisely the 
eventual disposition. The classic demonstration of this aspect 
of concealment is apparent when the Premier tours small 
communities. The Premier, in response to local appeals, 
promises remedial action or makes a commitment, which is 
communicated to the administration. Often nothing results 
because departments consider other programs and funding 
commitments to have priority.!15° Additionally, the Premier often 


never becomes aware of this non-response. 


The effect of this confidentiality is the elimination of 
ccntrol by superior authorities (the ideo-telic system), and a 
reducticn in accountability to outside interests. Bendix, 
interpreting Weber's views on bureaucracy, cites the 
dysfunctional consequence of officials, more knowledgeable than 


their superiors, concealing their deliberations: 


».eOfficialis buttress their superiority as technical 
and organizational experts by treating official 
business as confidential, thus securing their work 
against outside inspection and control. This tendency 
toward secrecy has a rationale wherever the power 
interests of an organization are at stake in its 
contest with hostile organizations. Private 
enterprises, political parties, military 
establishments and foreign offices all practice 
concealment as a means of improving their chances of 
success. But this secretive tendency exists even in 
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the absence of plausible justifications. Every 
bureaucracy will ccnceal its knowledge and operation 
unless it is forced to disclose them, and it will, if 
need be, simulate the existence of hostile interests 
to justify such concealment. Clearly, such practices 
subvert the rule of law, because an administration 
that cannct be inspected and controlled tends to 
beccme a law unto itself.15! 


The third characteristic of the contemporary techno- 
methcdclogical system is goal displacement, effected by 
developing and managing pregrams and services which express 
primarily the values and goals of the techno-methcdological 
system, reflecting in a seccndary manner the objectives of the 
ideo-telic system. The methods and administration implicit in a 
projected successful consequence, by the politicians' standards, 
are changed and altered to ccnform to the technical and 
instrumental values (technical efficiency, standardization, 


central ccntrol, etc.) of the bureaucratic authorities. 


This goal displacement is not a general phencmenon, but 
operates variably throughout the government services. 
Architects and engineers want to build enduring physical 
edifices, where the ideo-telic function might better be served 
by functional, mobile, short-life-span buildings.152 Medical 
specialists in the +echno-methcdological system advocate large, 
centralized, technically sophisticated medical centres (with 
computers and servo-mechanisms increasingly replacing nurses), 


while the respondents, expressing their will through the ideo- 
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telic prcecess, might possibly prefer increased home care 
programs.153 These are two prominent professional areas where 
goal displacement often operates. To the extent the 
professionals and administrators can control technical 
knowledge, they can manipulate pelicy directives and political 
objectives to embody their own subsystem values and goals, and 
maintain an amicable, supportive relationship with uninformed 
ideo-telic superiors such as Cabinet ministers. Ellul views 
this as a transformaticn precess: 

What we see is a transformation of central importance: 

what used to be a system of transmission has 

progressively turned into a system of decision; what 

used to be a ministery (literally, service) has turned 

into a power. But we do not have here a real range of 

diversified centers of decision-making in opposition 

+0 one another; rather we see here a multitude of 

interrelated decision-making centers, none directly 

responsible, all included in the same machine. fModay, 

that is the state.15* 

The ultimate consequence of goal displacement in a complex 
cybernetic system is a multiplication of problems. The 
respondents are not satisfied with services, the communication 
process becomes unreliable, efforts to resolve social problems 


are inappropriate, and system tension and ccnflict are 


intensified. 


From the above discussion, it can be asserted that there 
are two serious deficiencies unique to the functioning of the 


techno-methodological system in our present governmental 
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complex. 


The first problem is the inability to relate to responsive, 
volitional realities such as social phenomena. The value/goal 
orientaticn of the techno-methodclogical actor in ccntemporary 
bureaucracy is management and administration. The participants 
attempt to gain sufficient control over a specified area of 
professional or technical jurisdiction so that the ccnsequences 


and changes occur within a predictable, ordered sequence. 


This is a reasonable objective if the manager has 
sufficient knowledge, and if the phenomena embcdied in the 
objective are predictable and invariable. It was asserted 
earlier in this thesis that the three different elements 
inherent in social phenomena, symbolized by three qualitatively 
different classes of information, complicate the possibility of 
acquiring adequate knowledge of a social situation, increasingly 
sco as information is communicated through a multi-tiered 
bureaucracy. The problem is compounded if the social situation 
is large and complicated - the cne-reom country schocl of the 
1930's is one type of social situation, and the composite high 
school in a metropolitan region is significantly another in 


terms of complexity and size. 


This increasing complexity cof valuing and feeling phenomena 
creates a volatile, ever-changing situation. Froma theoretical 
viewpoint, efficient management is still possible, but the 


requirements of intelligence, time and memory are now becoming 
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enormous. 


Administration and management find highest expression of 
efficiency when there is maximum knowledge - the less unknowns 
and error possibilities, the greater the possible success 
(assuming the absence of value conflict and adequate resources). 
This is demonstrated by the accomplishment and efficiencies of 
the administration in physical programs - super highways, parks 
and beautiful buildings are the most obvious. What is 
neteworthy is that the greatest success occurs in these public 
works projects, which being physical phenomena, obviate the need 
for knowledge in the two cther classes in social phenomena - 
values and affect. In addition, the macro-cybernetic system, in 
relation to physical objectives, does not require a respondent 
subsystem. The acticns of the mechanical system feed directly 
back to the ideo-telic system. In this type of situation, the 
possibility of a knowledgeable decision is greatly enhanced, and 
the uncertainties of successful action attaining the desired 


goal are reduced by elimination of one subsystem. 


The leader or professionali who pledges to build a new 
bridge has a far greater possibility for successful attainment 
than those whose commitments contain promises to abolish 
poverty, eradicate crime, or to rehabilitate alcoholics. The 
Latter commitments predict the actions of a responsive system, 
which they cannct determine without vast awareness and knowledge 
of values, aspiraticns and feelings of those who make up the 


respondent system. 
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There are those who ask why it is not possible to cure the 
social ills of society when it is possible to land men on the 
mcon. The attempts to transform the framework of technical 
engineering inte a new science of "human engineering" fail to 
recognize the conceptual difference between physical and social 


phenomena, and between mechanical and respondent systems. 


The same applies to "economic planning" which often 
operates on numerous untested social-psychological assumptions 
about "rational behavior". Natural behavior of respondents 
involves values and emoticons - both critical tc economic 
behavior. A "run on the bank" is based on fear, not economic 
reason, and inflation is fueled by consumer attitudes of 


insecurity due to perceived shortages of vital commodities. 


If this distinction between physical and social phenomena 
is valid, then it could be assumed that an administrative system 
dealing with social phenomena would use methodologies, 
strategies and management styles reflecting this basic 
difference. However, upon analysis of service departments in 
government, one finds the same basic administrative and 
management orientations operating in all departments.1t5*% Given 
the above discussion, it would have been reasonable to assume 
that management in the Department of Youth or the Department of 
Social Development would have nctable departure from, )sfer 
example, the Department of Highways or the Department of Lands 


and Forests. 
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The kasic administrative approach in all departments is 
essentially similar - this is a key indicator of professional 
Management's priority commitment to its own administrative 
uniformity, standardization and order. To the bureaucrat, the 
criteria cf a gccd Frogram are efficiency and order. Whether it 
serves a human need, or resolves some problem in the physical 


envircenment is secondary. 


The tenacity of public service officials tc maintain 
administratively efficient programs that no longer relate to 
realities in society is a serious factor in delaying 
organizaticn refcrm. In 1970, one of the oldest departments of 
the Government of Alberta, the Provincial Secretary, was 
disbanded.156 Some officials could not realize that this action 
was prompted, not by some administrative inefficiency of 
management incompetence, but by the changing nature cf Alberta 


society and overall government organization. 


It was suggested earlier that the management of programs to 
insure uniformity, predictability and order required appropriate 
and sufficient knowledge, and that this was evident primarily in 
projects dealing with essentially simple, physical phenomena. 
To attain appropriate knowledge when dealing with social 
objectives is much more problematic. In governmental 
operations, there are usually two types of responses. One is to 
simplify the social task, setting as targets less ambitious 


changes in human situations. There are less information 
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variables, and consequently comprehension and kncwledge is 
easier tc attain, making possible greater control and success, 
but in a smaller field of operation. In Alberta, the reduction 
in commitments to eradicate poverty illustrated this reaction to 


extreme complexity and inadequate knowledge. 


The other techno-methcdological response involves 
maintaining the size of the social program, but reducing its 
definition to a simpler: infermation classification. This is 
generally referred to as a "dehumanizing" process, where public 
programs disregard personal or group values and feelings, and 
treat everyone the same according to simple, empirical 


categories. This will be evident in the case outline following. 


Both of these attempts to manage the operation of a program 
do not adequately acknowledge the responsive and volitional 
nature cf many sccial situations. From the perspective of the 
macro-~cyhbernetic model, it is unreasonable for government 
professionals to devise social programs where they desire to 
control and administer, in their sense of efficiency, the 
response. If the techno-methcdological actors ccntinue to 
assert their cwn alterant values in a democratic gcvernmental 
system, it appears they will constantly fail in designing 
sensitive programs which allow people to respond according to 


their self-defined needs. 


In our complex socio-economic  systen, both the 


simplification cf objectives and the elimination of evaluative 
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and affective aspects of phenomena will damage knowledge 
formation, eventually jeopardizing the functioning of the entire 


system. 


This analysis sericusly delimits the assertion that 
bureaucracy is the most rational and efficient form of 
organization.157 As the tasks and goals move from physical to 
human and social phenomena, the superiority of the bureaucratic 
organizaticn increasingly becomes an illusion, manifesting 
primarily a history of failures in efforts to achieve social 


reform. 


The second deficiency inherent in a techno-methodological 
system established according to professional bureaucratic form 
is its tendency toward entropy. Ifa characteristic of entropy 
is sameness, similarity, uniformity and lack of distinction or 
Gifferentiation in its organization,15® then implicit in the 


bureaucratic ideal is an "entropy wish". 


One characteristic of modern management is the effort to 
develop a complete taxoncmy cf all matters within the field of 
jurisdiction, so that any event or activity is anticipated in 
the classification, categorization and regulation paradigms. 
Information is a question cf matching the phenomena to the 
appropriate pre-defined action. In practise, once these schemas 


are established, they become very rigid, and they resist 
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response tc new infcrmation, or the creation of new categories. 


This state is not unlike entropy, where the probability of 
new information is extremely low. This type of environment is 
extremely destructive for creativity and innovation, which 
disturb the bureaucratic steady state, and add a measure of new 
"life". Te employ the concept of entropy, originally used to 
define a theoretical state in the science of physics, is a 
cogent way to explore a basic defect in bureaucratic 
organization. As the bureaucratic management becomes 
insensitive to new information, and less knowledgeable about 
complex societal processes, its responses become increasingly 
predictable, with a trend toward homogeneity and uniformity. 
Negentropy, or new information, moves the state to a new level 
of organization - this effect, in operational bureaucracy, would 
require mcre precise and sensitive organization. There is no 
compelling evidence that public management, in Canada at least, 
is ready to alter the structure of the general, unifcrm public 
administrative structures that have formed at every level of 


government. 


CASE STUDY - THE ALBERTA ECCLOGY CORPS 


This bureaucratic phencmenon of order, impersonality and 
centralization, imposed upon the implementation cf a socio- 
political objective, can be illustrated by a short case history 


of the Alkerta Ecology Corps. 
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The Alberta Ecclogy Corps was formed as a response to 
student unemployment projected for the year 1971. Information 
concerning the socio-econcmic phenomenon of unemplcyment, and 
the desire of students for economic security and Beanie di 
employment oppertunities, emerged from two streams. Official 
reports and ppoiuneet a ily summarized below, indicated the 


dimensicn of the preblen: 


At the’ en@ of: Januaty, © 1971;; both DBS and Alberta 
government statistics indicated approximately 41,000 
Albertans were unemployed. This rate of 6.7 percent 
compares very unfavourably with the 4.2 percent rate 
of January, 1970, and is one of the highest 
unemployment rates Alberta has seen in years. 


The forecast indicates the situation for regular 
employment will improve over the coming months, but 
this is complicated by the anticipated influx of post- 
secondary students into the labour market beginning 
the first of May. Canada Manpower estimates 31,150 
university students and 7,900 other post-seccndary 
students (colleges and technical schools) will be 
seeking employment this summer. This does not include 
consideration of summer employment for high school 
students.159 


Survey Results 
The most recent political surveys have shown that the 
number one public ccncern is employment. At Bthis 
time, the major special initiative of the Government 
of Alberta has been the employment projects announced 
under the $6.2 million federal-provincial special 
development loan program. This program was initiated 
by the federal government, and there still appears to 
be widespread public support for the Government of 
Alberta to undertake additional measures to 
constructively deal with the unemplcyment 
situation. 16° 


Memorandum from the Minister of Finance 
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You will recall the discussion which took place at the 
meeting of the federal and provincial ministers of 
finance and provincial treasurers early in December, 
with regard to the federal proposal to make available 
a total sum of $150 million in loans at favourable 
interest rates to assist the provinces in the early 
undertaking of an increased program of capital 
development projects which would stimulate growth in 
emplicyment, particularly in areas of high 
unemployment. All of the fprovinces have indicated 
their intention to make use of these loan funds, and I 
now understand that cur respective officials have also 
“had various discussicns on details for immediate 
implementation of the frogram.16! 


Letter from the President, University of Lethbridge 


As we lock forward to the coming summer, we have 
become increasingly ccncerned about what seems to be 
an inevitably high rate of unemployment, particularly 
among younger people.162 


Letter from the Prime Minister to the Premier 


Like the government of Alberta, the federal government 
is deeply preoccupied with the lack of job openings 
offered to students during the summer. Cabinet has 
examined the situation carefully on the basis cf a 
report prepared by an interdepartmental committee 
about a possible summer programme for students. 


After full discussion in Cabinet, a number of measures 

have been selected. The aim of the overall programme 

is to permit the greatest number of students possible 

tc participate more completely in the various aspects 

and activities of our naticnal life.163 

The second major infcrmation set was presented by Alberta 
post-secondary student leaders in meetings early in February, 
1974. The meetings with the students were chaired by the 
Cabinet minister who headed the Human Resources TLevelopment 
Authority, and attended by advisors and aides to the Fremier and 


Cabinet. All functioned as participants in the ideo-telic 


system. Based on the empirical definition prescribed in the 
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above reports, and incorporating the concerns and values 
expressed by student leaders, a model was formed defining the 


criteria for a major program to alleviate student employment. 


This model of program objectives attempted to incorporate 
all classes of informaticn which were communicated during the 
briefing sessicns and in the reports. It also reflected the 
value orientaticns of the ideo-telic group, and will therefore 
be termed the "human development model". The model included the 
following definition: 

(1) There should be a significant increase in student employment 
opportunity for the summer. This was finally targeted at 1,300 
new jobs that had not been presently available. 

(2) The employment programs should provide positive experiences 
with which students could identify, such as conservation, 
ecclogy and social service endeavors. 

(3) The employment programs should allow students the 
Opportunity to be innovative, creative and self-determining. 
This would incorporate student-designed programs which were 
managed by responsible students. 

(4) The program should be publicly visible so that the community 
at large would be aware of students employed in beneficial and 
worthwhile undertakings (this was designed to offset public 
concepts of "lazy, irresponsible" students). 

(5) The remuneration in the program should be sufficient to 
allow significant summer savings but not above the level of 


$1,000 which would then disqualify the students from eligibility 
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for student grants and loans in the succeeding academic year. 


The above characteristics comprised the value/action model 
held by the ideo-telic group, and served as the target 
informaticn set against which the current situation was 
examined. The proposed action was then designed to bring the 
existing situation as close as possible to the defined model or 


objective. 


To understand the development of the program, it is helpful 
to pursue the stages subsequent to the initial definition of 
program ebjectives, since this partly explains the later 


reaction of the senior administrators: 


1. The Minister of Social Development received informal 
approval from the Premier, and formal approval to proceed with a 
student employment program from the Cabinet on February 17th. 
In late February, the Minister authorized the Special Consultant 
to the Executive Council and two department officials - one from 
Sccial Development and one from Youth - to proceed with Ecology 
Corps planning. A critical path outlining the entire project 


was developed. 


2. ‘the Premier held a press conference on February 25th, 
announcing special employment prcgrams, including the Alberta 
Ecology Corpse The public reaction, including that from the 
Opposition in the Assembly, was of a positive nature. 
Immediately thereafter the inquiries began and it became 


necessary to establish some mechanism to proceed with the 
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development of the Ecology Corps program. At that time it was 
suggested that a presentation be made to members of the Cabinet 
but it was indicated that time was not available. The Minister 
of Social Development was designated as responsibie for the 
development of the program and gave authorization to the Special 
Consultant's Office to undertake whatever measures were 
necessary for preliminary development until such time as a 


formal authority was established. 


3. In terms of jurisdiction and financial authority, 
proceeding with the initial phase of the program of necessity 
resulted in an undefined and indeterminate situation. Urgent 
deadlines required immediate decisions if the program was to be 
operational by May 1st, yet there was no official financial 
authorization tc proceed, nor was it possible to immediately 
resolve this prcblem for the following reasons: 

(a) The 1970/71 budget appropriations were still operative and 
could not be utilized for the Ecology Corps (which related to 
the 1971/72 fiscal year). 

(b) The new budget would not be operative until April 1st which 
was still four weeks away. 

(c) With the Assembly in Session, no special warrants by the 


Cabinet for unforeseen expenses were possible. 


4. Work proceeded with the Minister's authorization, but 
concern remained over the matter of formal authcrity. One 
measure proposed to resolve this was the Suggestion that an 


urgent bill be submitted to the Legislative Assembly authorizing 
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the Executive Council to establish an employment development 
fund having an upper limit of $10 million. This would have 
removed special employment programs from the federal 
government's loan program and allowed flexibility and speed in 
response to immediate employment proposals. The Premier 
distributed this proposal to members of the Cabinet but no 


action was taken. 


Ge The planning of the Ecclogy Corps program rfroceeded, 
This invelved decisions cn program identity, recruitment, 
persennel and recerticn of project proposals. A minimum number 
of decisicns were made, and the rest were kept in abeyance, 
pending the establishment of a formal structure. The tentative 
program design reflected the above-stated ideo-telic criteria. 
As a general directcr, a university staff member experienced in 
dealing with students and knewledgeable about their values and 
concerns wasS sought. In addition to the regular administrative 
staff dealing with finances, perscnnel and project supervision, 
two positions were also included for educational and social 
service officers. Frevious experience in large summer student 
pregrams indicated that many educational and social needs would 
be confronted in addition to the normal economic aspects of 


euployment projects. 


6. Measures to establish the program on a formal basis did 
not begin until early April, and official meetings with senior 
administrative staff did not commence until April 7th. This was 


the first occasion for those representing the ideo-telic 
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orientaticn to discuss detailed program management with 
officials cf the techno-methodological system. At the meeting 
of April 7th, senior departmental officials reacted negatively 
to the structure of the prceposed progran. In terms of their 
administrative orientation, they were uncomfortable with crisis 
programming (regardless of the reality of the social situation) 
and they were unsympathetic to arguments that post-secondary 
student employment programs should be particularly sensitive to 
human needs. One official's summary comments, relating to the 
administration of the employment programs, noted: 

It is appreciated that these are emergency programs to 

be undertaken without undue delay. Nevertheless 

public money is being spent, and the necessary 

authorities and procedures required in our statutes 

must be observed. 

Some of the programs, particularly Youth Ecclogy, 

present preblems, and if practicality demands it, then 

perhaps there could be some flexibility in the tules, 

but in such cases the procedure should be authorized 

by 0.C.164 

These comments acknowledged that the phenomena which the 
ideo-telic system must deal with have unique characteristics, 


but nevertheless insisted that established procedures must be 


observed: flexibility is only a reluctant concession. 


In the meeting itself, the frustration of the senior 
bureaucrat in the face of a situation that did not fit 
established, standardized procedures was evident in several 
statements. The most dramatic was his suggestion that perhaps 


the whole program shculd he cancelled, despite the fact that the 
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Premier had announced the creation of the Ecology Corps as a 
public commitment to deal with serious student unemployment. 

Following this meeting in which the senior administration 
rejected most program proposals submitted by the planning group 
which had cperated for five weeks under the authority of the 
Minister, the Special Consultant reacted with a critical letter 


to the Premier, which included the following two paragraphs: 


I empathize with the administrators! demand for order 
and accountability. However, one senses that to some 
accountability and efficiency can only be achieved by 
adhering to traditional structures and procedures. 
Certainly there must be an cpenness to modification 
and innovation that would allow greater flexibility 
without sacrificing accountability or legal 
responsibility. This always seems to be a problem 
area in the face of public conditions demanding urgent 
respense. Under normal conditions, for instance, a 
complex pregram such as the Alberta Ecology Corps, 
developed over a period of many months, would be 
compatible with many of the existing procedures. 
However, this program, the largest of its kind in 
Canada, arose in an urgent environment, with legal and 
time constraints from the very beginning. Not 
surprisingly, the required responsiveness did not lend 
itself to many traditional administrative regulations 
or routines. 


The Government originally received a public mandate 
because it was deeply concerned about unemplcyment, 
poverty and depressed economic conditions. nt 
proposed innovative programs which were challenged by 
the traditions and conventional wisdom of that day. 

To sense from officials associated with the same 
Government a limited interest and some reacticn to 
innovative and flexible approaches during our present 
pericd of unemployment is disappointing. The cfinion 
surveys in March indicated that Alberta residents 
would greatly support any Government measures to ease 
the most severe unemployment situation Alberta has 
seen in many years. Under these circumstances, one 
would hope that the priority concern would ke the 
attainment of measures that would ease the hardship of 
thousands of Alberta residents. in) this centext 
administration must be subservient to the objectives 
eof ta* progtan, “and if that objective requires 
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modification in the administrative procedures, then 
this should be accomplished with minimum tension.165 


At a subsequent meeting held on April 8th, of a special 
program committee, attended by six veteran administrators, the 
Management values dominated. This is evident in certain 


portions of the summary minutes: 


ees However the situation with respect to the 
"Alberta Ecology Corps" is much more complicated. 
Apparently the proposal is to create such a "Corps" 
for the purpose of enrolling post-secondary education 
students to perform summer work in further develcpment 
of forestry services, parks and recreational areas 
within both Provincial and municipal jurisdictions. 


The Committee felt that the proposed set-up appears to 
be complex and cumbersome. The administrative 
supervisors are not knowledgeable in work camp 
procedures and conditions, and the payroll and _ hoard 
propesals invite undesirable situations. 


The Committee agrees that the project is sound, but 
that it shculd be undertaken as additional develcpment 
by Government Departments and Municipal Councils. 
These bodies are fully conversant with the hiring and 
paying of wage earners and the establishment of 
conditions and procedures in work camps. 


Consequently, it is recommended...that the present 
concepts of the "Alberta Ecology Corps" be 
modified...that the present recruitment and selection 
pregram be proceeded with under the direction of the 
Public Administration Office...that because of the 
short time available, and aiso because of its 
practical application, wages and room and board be 
paid by departments, municipalities and other 
organizaticns in accordance with their normal 
practices and rates, except that the minimum wage rate 
is $250.00 per month, and that they comply with all 
normal terms, conditions and requirements pertaining 
to employment cf temporary staff. a. 


After considerable discussion it was agreed that a 
number of difficulties resulted from a student- 
oriented program. However there should be no 
deviating from the main purpose, namely: employment of 
approximately 1300 students during the summer 
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mconths.166 


From analysis of the meetings and memoranda, and 
participation and discussion, it is possible to construct a 
model which represented the senior administrators' perception of 
what would be a desirable objective, particularly from their 
concerns as ptofessionail managers. This definition, which 
includes the following factors, could be termed the “economic 
Management medel"; 

(1) Employment cpportunities should be provided for students. 

(2) Erployment programs should operate within existing 
procedures so that there was no disruption of current 
administrative routines. 

(3) A fair amount of work should be received in return for 
employment and therefore supervision of projects should be under 
people experienced with work camp procedures. 

(4) All accounts should be certified by responsible civic 
officials. 

(5) The priority for projects would favor provincial and 
municipal governments. Private projects would have minimum 


priority. 


This process of resolution regarding the objectives and 
operation of the Alberta Ecology Corps continued through to 
April 15th, at which time a decisicn was made to support the 
recommendations of the senior departmental administrators, 
including modification in the eoucepteot the Alberta Ecology 


Corps and the absorption of pregram management. inte existing 
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line department programs as much as was possible. Recruitment 
and selection would follow established administrative 
procedures. Tc insure impartiality in selection of applicants, 
numbers were assigned by computer in random order, divisions 
were made in accordance with Census Divisions and male-female 
ratios, and selection was done by computer. Successful 
applicants were sent offer letters, and "accept" cards were to 
be returned within five days. In the duration of the progran, 
over 2,000 applications were received and over 1,700 were 
selected and employed by this impersonal computer process. This 
method of selection is a sophisticated illustraticn of the 
commitment to impersonality and impartiality operating in modern 
bureaucratic administraticns. Understandably, it produces 
efficiencies for the administrators, but is in no way responsive 


to unique personal situations deserving special consideration. 


As part of the modification of this program, authority was 
transferred from the Minister in charge of the Human kesources 


Development Authority to the Minister of Lands and Forests. 


This case history demonstrates dominant characteristics of 
the techno-methcdological system as it presently operates in 
large governmental processes. In analyzing this case within the 
context of the cybernetic model, one major difficulty resulted 
from the divergent information sets which formed the basis of 
each group's understanding of the social phenomena. The 
information set of the ideo-telic group was comprised of the 


following: 
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(1) Empirical facts - students are able-bodied and have special 
skills. 

(2) Evaluative information - students are responsible and 
concerned about environmental and human issues. 

(3) Affective information - students are reasonable and 


enthusiastic employees. 


This can be compared to the definition utilized by the 
administrative grour: 
(1) Empirical information - students are able-bodied and 
unskilled. 
(2) Evaluative informaticn - students exhibit limited 
responsibility and industriousness (questionable ambition). 
(3) Affective information - students are disinterested and too 


independent. 


If there had been time to develop a verification stream of 
informaticn, it probably would show that many of the students 
would fit the information set that was the basis of the advisory 
group's approach - that students were responsible, creative and 
could manage themselves. Additionally, there probably would he 
evidence to indicate that a percentage of students also are 
exploitative, not interested in working diligently or not 
carrying out responsible work, which is the basis of the 
administrators' concern for accountability and experienced 


supervision. This was in fact borne out by the follow-up study. 


From the perspective of the senior administrators there 
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would be the argument that the ideo-telic group was acting on 
the basis of inadequate informtion about students. The senior 
administrators, from their years of employing students, were 
knowledgeable about situations where careful supervision and 
Management were essential to obtain responsible work. They also 
encountered over the years incompetent and unskilled students 
which created difficulties for employment programs. Since these 
types of students always come to the attenticn of the 
administrators, there is a possible tendency to generalize this 
image to a greater population of students. On the cther hand, 
the ideo-telic group's image was probably liberal and overly 
solicitous toward students since the presentation of the problem 
was always made by student leaders who were competent, 
responsibie and conscientious individuals. This no dcubt biased 
the evaluative information which was carried in the advisory 


group's information set. 


The ideo-telic group, themselves having recent student 
experiences, was sensitive to that element in the student 
populaticn whose values and feelings about employment programs 
could be considered irresponsible. By defining a model that 
would appeal to the conscientious student concerned about 
ecological and social issues and by maintaining salary levels at 
a minimum, it was hoped that those who would be attracted to the 


Ecology Corps weuld exclude the irresponsible student interested 


ipa "rip-off". 


The formation of the information set in the administrative 
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group at some stage lost, filtered or manipulated information 
about student values and student feelings. Generally, their 
modei was only representative of the empirical facts - there 
were a certain number of surplus bodies available to work for 
the summer months. They did not deal with current information 
about values of the students or the mood of the students. 

Informaticn regarding values and affect came from their past 
memory and was of such a nature that they required strong 


supervision and accountability procedures. 
In reviewing this case, some observations can be made: 


1. The effect of the program established eventually by the 
Department of Lands and Forests was to effectively cut out 
nearly all creative projects, particularly those conceived and 


submitted by students themselves. 


Ze one procedure to alleviate the discrepancy in 
informaticn sets between the advisory group and the 
administrative group would involve the exposure of the 
administrative group to the same information which was 
originally presented by student leaders in the early 
discussions. This would have provided some newer, more current 
images of students than those retained in the memory of senior 
officials, many of whom had not worked intensely with students 


for many years. 


3. In this case, even if both information sets had been in 


agreement, there still could have been no consensus cn action 
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because the models defining the desired objective of a program 


were incompatible in important aspects. 


4, A great deal cf confusion resulted because there was an 
initial set of actions undertaken such as the Premier's 
announcement of the establishment of an Alberta Ecology Corps 
which was based on the informaticn and assessment provided by 
the adviscry group. Two weeks later a number of reactions 
began, based on the information and the model held by the senior 


administrative group. 


5s Eventually a compromise was outlined which defined a 
program that retained the name and the number of jobs targeted, 
but altered the definition, supervision and accounting of all 


projects which operated under the Ecology Corps. 


6. The results of the established programs were eventually 
fed back to the decision-makers. Whether or not the new altered 
state of affairs that resulted from the Alberta Ecology Corps 
reached its intended objective depended once more on the control 
model which was the basis for assessment. In terms of the 
administrative model the objective was attained, but in relation 
to the advisory model the program simply provided 1,300 make- 
work joks at low salaries, most cf which were not relevant to 


the students' personal values or feelings. 


One government official whe was involved with the progran, 
both from its original inception to its conclusicn after the 


first summer, saw the process as a classic case of innovative 


en ey i, te ‘er tanegdo bevdeed Ee: 


ay paar): etinages ‘odin a 


) i 


‘sk an ive “te tnt | “nekeyzanay, 
‘ fy i i ‘ nw ili at, y ” A 
yoda oe atratth “ae te ree ? 
sina 


ae i Wom dapegnaats bas Se 
guy aN “ites ila ’ taset ato ‘ 
si ae ad ihe De ii edt bia ta ror 


vie se tive hie coanbrapany Ose 
!  yieael Le 


ane ceed ante ee on 


~* 


” saath se season. boda sit - | 
ales ath en att, satel aad 208 sate erent atoah 
cleat. its aout bostoeen pea sabes com 
Gurr rey eth ae ale ame Sebaages, evdpot ike Bebasaae ag) 
oy Wy) ees ny if “bennmge cw. 10% ebay Jets, moe (soeaw 
idl dl 1 fh ah. ied cbotaat, eeu. obapnb de oat tedou cyisionbeaa 
“al, a pia hl ‘teiodg (elqate usivodg oat, Labon vroeky ba: ed sion 
eg ay oe | iy. wa wea ho reom vewkna tion: joe vb adot \taow ee 


Me i oe: “Mook pnin 


wen 


a 
Gn Me waeeatons. bi vo La, pheuotcon, Aadanbaca oat 
| T ; it ; ie ip ~ 
> AAS Bs GH ct da fomedinas wig One. ist Paths > anpeato roe 2H ea We a 
ES Shamed Ait | oe BLO aes, a Bab det Lanbeban age , woah Ade: | 
te 4 


oe ee | ahaa shade: a ae pe poo TH wl v sa! ona biauel 


v ie ; j / . 1 in 
oi f ‘ye iy ‘ ‘ Hy, ‘ i Bis 
: er phe = , y 
A na in Ae / 2 : 4 ‘ 1 1 i 
am) i * : a 4 i f i f 6 Y ma oe / 
mm 4 4 i ae Sey | / fa } via 
: SS ae gute | ? Bn oo Y em 


Bor 


and sensitive governmental respenses being undermined by an 
administrative, regulatory mentality. The case illustrates that 
it is problematic to undertake action on the basis of two 
information sets which do not have general agreement, 
particularly without the operation of a third independent 
verification information set, which would serve to clarify what 
informaticn comprises an accurate representation of the social 
situation. The incompatibility of the two control models is 
essentially an issue of value priorities. There is a tendency 
for some professionals to turn to new or additional information 
as a means of overcoming value conflicts. This type of problem 
cannot be resolved by infcrmation verification, but only by an 


ideclogical/value realignment. 


In summarizing the analysis of the techno-methcdological 
system, it is evident that the problems which emerge are related 
to the environment cf confidentiality maintained by senior 
officials, their insensitivity to the values and feelings of 
program recipients, and their espousal of deterministic values. 
The tresoluticn of these problems will require mechanisms which 
open up or expose the information base used by the 
administrators and planners whose actions generally are shielded 
by Cabinet ministers who are officially accountable to the 
public. This would undermine both secrecy and the operation of 
subversive values. The development cf greater sensitivity and 
understanding of clients will necessitate more involvement and 


direct experience with people who are served by programs. The 
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periodic participation by senior officials in the ccmmon tasks 
and activities experienced by most citizens would serve to 
overcome their knowledge deficiencies which result from the 


remote social environment in which senior officials operate. 
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CHAPTER Vil 


THE MECHANICAL SYSTEM 


The third subsystem in the complex cybernetic process is 
termed the mechanical system. The basic function of this 
mechanical system is to perform physical, mechanical or other 
energy tasks in order to operationalize the plans, designs, 
strategies, directives and instructions emanating from the 


techno-methodological systen. 


The phenomenon which initiates the mechanical frocess is 
the technc-methcdological definition of an activity or operation 
which, if properly effected, will yield a result designed to 
alter or change a previous social state so that it approximates 


in reality the geal prescribed by the ideo-telic system. 


The information and knowledge which is the concern of the 
mechanical system comprises imperative instructions, commands or 
prescriptions to perform tasks that are characteristically a 
mechanistic functicn. The official exercise of this function 
does not ackncwledge evaluation or affectivity. The mechanical 
system dces net reflect or pass opinions on objectives and 
plans. The actors of this subsystem contain in their decision- 
action centre the repository of knowledge, values and attitudes 
necessary to implement the instructions - these are generally 


the deterministic and predictable reactions of the reliable 


Nt imate 
13 eben ‘attalanedys ame att a 
kath ae net Daw, ‘pheed ad? arenes 
veil heb sie Esptdedoum, Eestpydg : esse ot 
ae ene ‘eye ‘sul Ensobbes i on . | 
ait eres Pi hingh te. esoktooxsaud | bad | 
asst’, teatinedoan oi ; Gaze, Aobiiw ik 
ron ae RaHGl ae ‘yeeetiian on Ba apkaznesed: taaiop toaroy 
me DG dpe) PE meet 2 * ry: sinh hb \bessenhe. ‘aman: ” 
waite eran a: tie? 0% a 2a08 sats pany * wet be 
om “ty oiliat~oeht wat + ud ade ay I 
\ Mp ho, ‘i 
2 Ne, ainmding: “one ot Aoditw sebetnoad baa baited oat, 
a ast mesial: cnbrlitoe nan 02 ov Es saegit seehaqnoo sedate Levte 
a, ucitdckieny re es a rade | head exob reg 43 bilge 2 
oitiena ‘ghd: ¥o. “optoaes fats piste a acngooug nitetasdooa 
a Canaan, oe pen 40 » hanson ‘sebetwoason ton. ‘aeob vh 
“this: ai fora tbe 20) ein age, 1 90 AB oneal : 
opie sey ahaa’ aa re Z at J uerayedes , nae 10. otto Scull sane, 
estat apna tne ‘onoiag ’ . hinad fe (rodseoged eit eta8o- “nebase 7 
la atime ae “pelt gato rea! ode. dapmorae be ‘yraaeenge | ; 
hoa to ue z Hote stvas, bw shsageeshinl, ae 4 


174 


machine. 


If the knowledge formed by the mechanical system concerning 
the technco-methcdological phenomena is based on a correct 
representation, and if the mechanical system values the 
operationalization of these directives (for whatever motivation) 
and can properly eesect the work required, then the cybernetic 
process is efficient. The actions which result then become the 
phenomena which form the basis of the respondent subsystem's 


actions. 


In a complex bureaucratic type of organizaticn, such as 
exists in modern governmental systems, the mechanical system is 
identified as those participants and actors relating to 
mechanical roles. Using Lenski's tern for classifying 
occupational groups in industrial societies,!67 the mechanical 
subsystem would be comprised of Clericals, tradesmen, operators 
and workers. This system, within the formal employment 
boundaries of government, encompasses the greatest percentage of 
persons.168 This subsystem is generally regarded as the domain 


of the "workers" and the unions. 


The participants in this system labor primarily as 
machines, and are utilized in combination with technical devices 
(tools, typewriters, etc.) to bring into reality the new 
conditions anticipated in the plan, design or instruction. They 
are considered as machines, within the context of this 


theoretical model, because they are selected and retained on the 
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basis of a technical or mechanical aptitude, skill or knowledge, 
and are officially assessed for operating similar to a machine - 
accomplishing a prescribed task reliably, predictably and 
without reaction. Like the machines, they are not required to 
select amcng values. or decide among strategic alternatives. 

They are trained, or pre-programmed, to act fredictably 
according to directives. A prime illustration is the clerk- 
typist, who is judged on the basis of typing skill, filing 
experience and appropriate manner - ideology, values and 
feelings are inconsequential if these mechanical-type tasks can 
be effectively performed. A brilliant, concerned and sensitive 
human who has limited dexterity on the keyboard is rejected - 
the mechanical skill is the focus, not the human personality. 

The same apfroach prevails in the entire category of 
technicians, werkers and laborers. A job classification, 
defining the skills and knowledge required to undertake 
mechanical-type tasks, is the basis of employment. Other human 
characteristics, particularly values and beliefs held 


personally, are generally disregarded. 


On this basis, the techno-methcdological system can design 
a set of activities and assume good drafting, good machinery, 
good carpentry, good teaching, good nursing or any number of 
mechanistic tasks that have been pre-defined, and for which 


individuals have been trained and pre-programmed. 


The exploration of this cybernetic model in relation to the 


mechanical subsystem indicated three general types of emergent 
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problems. 


The first concerns the process of "dehumanization" implicit 


in the functioning of the mechanical system. 


Techno-methcdological subsystems, with their commitment to 
management, standardizaticn and predictability, regularly embody 
in their program designs the logic and methods of the advocates 


of scientific management. 169 


In their operational designs, they simplify and reduce 
human motivaticn tc simple economic rationality. Having 
accomplished this reduction, they consider each human operator 
as a standardized, mechanized component - an instrument that can 
be interchanged, and whose respcnse in the work situation will 


remain predictable and generally consistent. 


This "dehumanizing" definition requires the elimination or 
disregard of considerable information about human behavior. The 
general mcdel of this thesis stresses the evaluative and 
affective ers of human phenomena - aspects that are 


downgraded by senior planners in their manpower strategies. 


This "dehumanized" definition is dominant in ccntemporary 
definitions of technicians, clerks, workers and other forms of 
labor in the governmental service. By structuring participation 
in the mechanical system on a model of economic exchange, money 
and security in return for technical services and labor, the 


participant has assumed a role of instrument or service 
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mechanism. He or she has sold their body and skill fcr economic 


reward. 


It is not officially possible for an individual in the 
public service of Alberta, cr any Canadian governmental pereice: 
+o work cn some basis other than economic exchange because one 
shares the eueeee ve: of the governing party, for instance, or 
because one enjoys performing certain tasks (such as teaching). 
To volunteer labor, or to exchange service for some cther reward 
(public citation) would only be possible if it were officially 
acknowledged that the human qualities of values and feelings 
were as significant in the worker as his or her technical of 
Manual skills. This would require, however, a non-mechanical 
definition of the role, and only complicate the techno- 
methodolicgical task of designing a delivery systen. BY 
maintaining a simple definition, there is the illusion that the 
predictability of the tocls and instruments for effecting the 
programs can be assumed; they are seen as inter-changeable 


ccmponents. 


A simple definition, which neutralizes the volitional and 
unpredictable issues created by an acknowledgement of values and 
emotions, also simplifies the communication process. As 
illustrated early in the thesis, the possibility of information 
error decreases with simplification of the number of variables 
in the information set. Plans, instructions and orders are 
comprised primarily of specific empirical facts, and information 


about values and affect are virtually neutralized or eliminated. 
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An instruction to a machine is a simple information set, and 
ccensequently the problem cf error in the communication flow is 
minimized. (This does not, however, alter the problem of 


manipulaticn.) 


The official disregard for the evaluative and affective 
experience of workers in the mechanical system creates potential 
problems for the functioning of the system. In the Province of 
Alberta, whether or not workers share the official ideology of 
the governing party is of no official concern. Neither is there 
formal recognition of the mechanical system participants' 
approval or disappreval of the plans and programs designed by 
the senior professicnal officials. All that is required of the 
vast majority of public service personnel is to effectively 
Carry out the work instructions directed by Management 
officials. Within the exercise of the mechanical role, the 
worker is not invclved in establishing program goals, of 
determining the methodclogy to be executed. He or she does the 
work, and is not generally invited to challenge or question the 
objectives or strategies. To question, or even to officially 


comment on policy and programs, is clearly discouraged.!70 


Despite the findings of Roethlisberger!71 and others on the 
motivaticnal aspects of workers, the practice of government 
planners to reduce the workers to technical definitions 
continues, being manifest in exercises, such as time-motion 
studies cf nurses in large hospitals,17@ which reduce this 


sensitive service to physical patterns of movemente 
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The “dehumanizing" character of the mechanical role 
officially alienates the worker of laborer from the knowledge, 
purposes, ideas or strategies which are juplicit in his task, 
and which provide the gestalt that gives the human tocol a more 


comprehensive meaning than simple economic exchange. 


In large, complex organizations where participation is 
limited tc one subsystem, and a single person is equated with a 
single rele, precluding possible participation in all four 
subsystems, the werkers are caught in the least human of roles 


that the total system offers. 


It is in this situation that the union movement has 
emerged, offering workers a more meaningful social definition of 
themselves. They cffer an ideclogical meaning to the laborers, 
albeit it may be a subversion frem the perspective of the ideo- 
telic system. AS governmental systems in Alberta have undergone 
extensive growth and complication, the strength of unions and 
workers! associations has greatly increased. During the 1960'S, 
the Civil Service Asscciation of Alberta was a low-key 
association that negotiated almost informally with the Cabinet. 
The leadership of the Association had personal acquaintanceship 
with the Cabinet ministers; however, by the early 1970's, 
formality increased with the expansion of the gcvernmental 
system. The increasingly distinctive identity of public workers 
was manifest in a number of developments. The Civil Service 


Association was approached by the Canadian Union of Public 
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Employees regarding formal alliance. In 1974, the first major 
strike by the Civil Service in the history of the Government of 
Alberta was held; the Civil Service Association had passed a 
resolution to incorporate the term "Union" in its chartered 
name, and active discussions were underway relating to formal 
participation in a new National Union of Provincial 


Employees.173 


To those older governmental officials who lamented this 
development, there was the unawareness that, while the 
governmental precess never cfficially allowed the workers to 
discuss government policies or program design, the proximity of 
the small system of earlier years had allowed this to occur 
informally. By the 1970's however, the scale and complexity of 
the government had made informal association between Cabinet 
ministers, senior civil servants, and public service workers 
nearly impossible, and consequently the human expression of the 
workers was being consolidated in the union movement, which is 


antithetical to dehumanizing definitions of work. 


The second type of problem emergent in the mechanical 
system concerns informaticn manipulation. In the mechanical 
system of large governments, plans, directives and instructions 
are presented by some technc-methodological functionary to a 
supervisor or foreman, who in turn commands and orders lower 
level operators. In a complex work project, this precess could 
approximate the multiple stage process of the initial general 


cybernetic model, passing from presentation through transmission 
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to receptor stage. Eventually, a single worker or group who 
performs the operation receives a work order. These individuals 
are usually remote from the technce-methodological system, and 
are dependent on the instructional information set provided by 


their immediate supervisor. 


It was indicated above that the plans and directives 
emerging as activity from the techno-methodological system are 
not as ccmplex phenomena as other social realities, for they 
minimize evaluative and emotional issues. Work orders are 
generally precise, ordered and unambiguous and therefore less 
susceptible to information error produced by some mechanical 
participant deficient in intelligence, time and memory. The 
more obvious problem indicated by the mechanical model is 
manipulaticn of the instructions and orders by functionaries 
committed +o scme value system which is alterant, and perhaps 
subversive to the gcals and objectives of the ideo-telic or the 
techno-methodolcgical system. This possibility is significant 
in the mechanical subsystem, where a strong authoritarian, 
hierarchical order persists. No parity information stream is 
operative. A technician or worker, receiving an order, does not 
nermally challenge the order or circumvent his immediate 
superior by requesting verification from another information 
source, such as a more senior authority. The operator responds 
to a directive on a non-reflective basis, in the awareness that 


his role dces not generally allow hin the right to question. 


Granting the description of the. above situation, a strong 
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alterant/subversive ideclogical centre operating inside the 
mechanical system can exercise streng control over the output 
and acticn of the workers. Union leadership has effectively 
mcnopolized the communicaticn flow in this subsystem to a point 
where the public service workers respond to their directives. 
The consequence of “enion (and occasionally other radical 
subversives) control of the cybernetic process in the mechanical 
system may be expressed in the occasional occurrence of the 
following activities resulting from manipulated instructions: 

(1) Sabotage {a worker commits a destructive act to the system). 
(2) Work to rule (an extreme narrowing of the techno- 
methodological crders). 

(3) Booking off extra time (fcr non-existent Sickness or study). 


(4) Illegal strike (refusing to undertake work). 


These above actions by the workers, now common in the 
public service, are consistent with their re-formed instructions 
from perscns or groups who control and manipulate the intended 
directives of the preceding subsysten. A variant of this 
process was discussed by Homans in his analysis of controlled 


work output in the Bank Wiring Room.17%* 


The third problematic area in the mechanical subsystem 
cencerne a syndrome which wiil be termed "illegitimate 
informaticn" held by the mechanical functionaries. Simply, this 
deals with the issue of the technician, service wcrkers, and 
laborers knowing much more than they are officially acknowledged 


to know. This syndreme is partly the result of two processes: 
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1. Liberal educaticn. Nearly all individuals in 
governmental service today have some form of high school 
education. Increasingly, in Alberta and elsewhere in Canada, 
the curriculum is. stressing reflection and critique, as well as 
encouraging a general knowledge of governmental and social 


issues. 


2e Experience. The workers, being closest to recipients 
in many sccial programs, gain new knowledge about the social 


situaticn toward which they direct their work and services. 


There is a consequent accumulation of kncwledge by 
mechanical actors that is officially proprietary to the ideo- 
telic and techno-methcdclogical actors. Reflective and 
experienced workers, knowing from long-term, direct involvement 
which activities preduce which results, are often confronted 
with directives which are intended to achieve objective A, which 
they know will not result. (This is the classic complaint of 
seasoned ‘technicians taking orders from junior graduate 


engineers.) 


The worker has knowledge which he has no legitimate GAG, 
as a worker, to express in his activity. Thereby the tern 
"illegitimate knowledge", which operates as a syndrome because 
Bie confronts the worker with a decision of either (a) 
withholding his information, thereby letting the strategists and 
planners learn by failure, cr (b) presenting the information, 


thereby challenging the knowledge base of the techno- 
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methodological actors, and jeopardizing his or her own security. 
This problem is particularly acute when government werkers are 


providing services directly affecting human beings. 


The frustraticn of field service workers is a result of 
their awareness of the problem, the respondent and client needs, 
the inapprepriateness or inadequacy of the program of services 
they are offering, and their ineligibility to comment either 
about policy objectives, or program designs of professional 


Management. 


This problem does not confront the tradesman (such as an 
electrician or plumber) to the same degree. He can he assigned 
to a task, effect his skills, and with the turn of a switch ora 
tap verify the successful attainment of the objective of 


assignment. 


Social reality is qualitatively different. The community 
development officer in a feoor community, or the counsellor toa 
teenage drug addict, can never experience the absolute success 
of the tradesman. They cannot create ofr manufacture the 
solution; they can only offer a human service, which will be 
processed as informaticn by a respondent who, to the degree that 
he understands and values the offering, acts in response. The 
respondent acticn is usually a matter of degree or direction of 
change, but it is naive to say a social problem is solved like a 
road is built; rather, an adjustment or change has occurred in a 


complex social process. 
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If the mechanical workers, understanding the indeterminacy 
of a sccial situation because of proximate experience and 
informaticn, perceive in the program they are to deliver an 


implicit misunderstanding, they are in a dilemma. 


| The profedsdanal managers to whom they report are 
officially more knowledgeable, but often the local service 
worker has greater awareness (iliegitimate information) of the 
social phenomena, particularly relating to values and feelings 
which are difficult to communicate in the reports upon which 
higher authorities base most of their decisions. The 
frustration resulting from "illegitimate information", where a 
worker is aware of the inadequacy of the service, is expressed 
in two kasic forms. Workers commonly acknowledge their 
understanding of the program or activity, but retreat and exempt 
themselves from responsibility with the following types of 


comments; 


"I'm cnly dcing my job." 
"If you have any complaints, talk to the director." 


"We're only following crders..." 


Occasionally, a worker will deviate from instructions, but 
at high risk (on their premecticn report one indiscretion 
outweighs many days of prudent effort). A comment typical to 
this type of action is "I'm not supposed to do this, but just 
this timése.e".175 Questioning and altering the authorized 


directives is an implicit assumption of a techno-methodological 
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role, involving a refcrmed knowledge base and a judgement to 
change the directed activity to a more appropriate response. As 
in the military system, the governmental system does not reward 
mechanical functionaries for this type of initiative. To change 
activity cn the basis of their personal ideo-telic and techno- 


methodological knewledge is an illegitimate operation. 


The cumulative effect of the problems occurring in the 
mechanical subsystem, which encompass the greatest majority of 
employees in the complex bureaucracy of government, is to 
relieve workers of a sense of involvement and responsibility. 
The combination of dehumanizing definitions, manipulation and 
illegitimacy of general knowledge (which is indicated by the 
thesis mcdel) postulates the emergence of an ethic in which 
individuals are not responsible for the consequences of their 


actions. 


Given the official limitations on the workers' wider 
involvement in evaluative issues regarding goals and strategies, 
the maintenance of an ethic of "total" human accountability ina 
ccmplex, differentiated bureaucratic system is increasingly 
remote. The conseguences to be achieved are determined by the 
ideo-telic actors, and the strategies are the domain of the 
professional tacticians and planners. If the issues relate to 
these components of an action, then the worker cannot be 
considered a legally liable participant. His system, and his 
part within it, can only be accountable for "mechanical" 


aptitude. 
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The functioning of the mechanical system raises serious 
judicial questions about the legal responsibility of a worker or 
operator who dis denied the right to participate in the 
formulaticn either cf objectives or plans for action. Since the 
mechanical actor is exercising a limited role in a total 
interacting system, his or her liability, it must logically he 


argued, shculd also be limited. 


Many citizens complain that the civil service is 
insensitive and unfeeling in their attitude towards public 
clients. In view of the above analysis, this is not surprising 
- in fact, the system encourages, even insures, an aloof, 
detached manner. Many cases could illustrate the 


unresponsiveness of the mechanical system to human concerns. 


The following case history of an incident in Alberta, 
illustrating a standard operation of the mechanical system 
leading to an action abhorent to human values and feeling, is 
not typical, but it magnifies what occurs to a less dramatic 


degree in many other situations of government programming. 


CASE STUDY - THE WAEASCA BABY 


During April, 1673, a three-month-old native child in the 
northern Alberta community of Wabasca was being treated for 
shigella, a type of dysentry which can cause progressive 


diarrhea, dehydration and death, especially in children. The 
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director of medical services for the Government of Alberta 
stated thent176 that about one case of shigella is reforted each 
week from Wabasca, which is a typical isolated northern 
community populated largely by people of Indian and Metis 
origin. The disease is prevalent where conditions are 
characterized by contaminated water supplies, substandard living 


conditions and poor sanitaticn. 


The child was brought by her mother to the regional 
community of Slave Lake, 65 miles south, and because of the 
critical condition of the child, the Slave Lake Hospital 
recommended transfer of the patient to the provincial capital of 


Edmontcn. 


On Saturday, April 21st, the owner-manager of the Slave 
Lake ambulance service started the journey to Edmonton, 150 
miles scuth, but because of the poor condition of the child, the 
nurse suggested they stop at the Westlock Hospital (enroute to 
Edmonton). When the child was examined at this hospital, the 
attending doctor prenounced her dead, but advised the ambulance 
attendant to take the body to the Royal Alexandra Hospital in 


Edmonton. 


The provincial coroner ordered an autopsy because he didn't 
know the cause of death and such information was legally 
required for death certification. This autopsy was carried out 
without cktaining consent from the mother. Under the coroner's 


legislaticn at that time, it was not necessary to receive 
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permissicn from the next of kin. 


An official of the Royal Alexandra Hospital had informed 
the mother that the body could be picked up, and that it was her 
responsibility to supply a suitable container for the body. On 
Mcnday, April 23rd, the mother tried to call the Department of 
Indian and Northern Affairs of the Government of Canada which 
supplies coffins for the burial of treaty Indians, but because 
it was the long Easter weekend and federal officials were 


unavailable, she was unable to reach anyone. 


At the request of the mother, the Slave Lake ambulance 
service transported the body back to Slave Lake. On Monday 
evening the ambulance operator returned the body of the deceased 
child directly to the mother at Slave Lake, where she was 


staying with friends. 


The ambulance owner indicated that it was a practise to 
bring bodies to Slave Lake in a container other than a coffin, 
and to deliver them to the funeral home for preparation, 
cosmetic treatment and coffin placement. However, the mother 
had requested the body as soon as possible, and the 
circumstances of the long Easter weekend precluded the 
availability of a suitable coffin and the services of a 
mortician (the Slave Lake funeral hcme was an unstaffed branch 


of a High Prairie firm, located 120 miles west of Slave Lake). 


The hospital container, marked "Manybears", was opened in 


the living room. Inside lay the body of her child on simple 
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padding. The Native People reported the mother's reaction: 


Mrs. Lillian Manybears revealed that a cardboard box 

was given to ker by the ambulance driver. Upon 

opening the box, Mrs. Manybears was heartbroken by 

the appearance of her dead infant's body. The kaby's 

eyes were open and its tongue was protruding frem the 

mouth. Further examination lead to the discovery that 

an autopsy had been performed. The wounds cf an 

operation were clearly evident and dried blocd was 

unwashed from the child.t7? 

An official of the Royal Alexandra Hospital confirmed the 
body had been returned in a standard cardboard cadaver box 
(designed for transport of smail bodies). The ambulance driver 
had no casket or burial permit, so the morgue attendant did his 
best to make the body presentable. The body was dressed in the 
clothes worn when the deceased child was brought to the 
hospital, and hospital pads were used to line the box. A 
hospital official indicated in a statement that it was not the 
hospital's responsibility to provide caskets or repair the body 
after autopsies (generally the undertaker prepared the body and 
arranged placement in a coffin). By the time the body was 
delivered to the mother, further deterioration of the corpse had 
occurred. Drainage from the autopsy wounds had stained the body 
and clothing. The chief pathologist of the Royal Alexandra 
Hospital, commenting on the event, acknowledged that bodies 
which have undergcne autopsies were an unpleasant sight, and 
stated: 

There's no attempt to make a dead “body presentable. 
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The day following the delivery of the body, the ambulance 
operatcr obtained a coffin and some flowers for the mother.179 
Aside from the shock the mother received on first examination of 
the baby, the public health nurse at Wabasca reported two weeks 
following the incident that she was treating the mother for 
recurring nightmares.!89 The nurse stated: "I've never seen 
Lillian so tearful. Nobody ever told her she would receive a 


dirty baby backe It is offensive,"181 


During the commentary subsequent to this incident, it was 
discovered this was one of a number of incidents concerning dead 
bodies which deeply offended native citizens. The Wabasca 
public health nurse indicated other mothers had weft in her 
office over the condition of the returned babies' bodies, 
including one case where the internal organs were contained in a 
plastic bag on the child's chest. In addition, it was revealed 
in the Alberta Legislature that another similar case had 
occurred the previous year at Fort Vermilion, a far northern 


Alberta village. 182 


Out of the discussion ccncerning this case, two general 
concerns of northern native people emerged, reflecting the 
evaluative and emcticnal characteristics of their cultural 


orientation: 


1. Native parents do not generally support autopsies on 
their kabies. They are upset by unauthorized (lacking parental 


consent) post-mortem examinations, and do not fully understand 
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the value of autopsies. The Wabasca public health nurse 
reflected their view: "All they know is that the babies they 


loved are returned cut to pieces, and they want to knew why."183 


Ze Because of traditions and the great distance to 
morticians' establishments, natives in isolated northern 
communities Carry out simple preparations of the corpse 
themselves. The bodies are washed, dressed (including a new 
pair of mocassins) and displayed in the home before burial. 
Because of this custom of family preparation of the deceased, 
native people want bodies returned from hospitais in an 
acceptable condition. When eyes and mouths are not sutured, 
surgical wounds are not properly washed, and limbs are not 
straightened, the appearance is offensive, and the relatives are 
very upset. They are particularly concerned that bodies, 


especially after autopsies, are returned clean and presentable. 


When the Wabasca baby case “broke” in the press, it 
received national publicity. There was a wave of reaction and 
indignaticn. In the Alberta Legislature, the Leader of the 
Orppositicn demanded an investigation by the Minister of Health 
and Social Development.18* The President of the Native Council 
of Canada urged the Government of Alberta to undertake an 
investigation.18S Pcrtions of an editorial in the Edmonton 


Journal implicitly raised the issue of racial discrimination: 


For a white parent Chances are this has never happened 
and never will happen. For native parents, however, 
it is apparently different. In recent months at least 
two northern Alberta Indian families have been 
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subjected to this kind of inhumane treatment. 


One explanation for such lack of compassion is that 
the people responsible must assume that Indians, 
Eskimos and Metis are devoid of feelings, that life 
and death are of no importance to then. 


It ig not enough for provincial health authorities to 
investigate the circumstances and, possibly, to 
penalize those responsible. Several policy changes 
cought to be made immediately as well. 


Although the law says autopsies can be performed 
without the consent of the next of kin of the 
deceased, surely every effort should be made to at 
least notify relatives in advance. 


As well, after an autopsy has been performed, the body 
sheuld be restored to an acceptable state, 186 


An editorial columnist in The Native People linked the 


incident to the apathy cf Canadian citizens: 


When the shocking story of how Mrs. Manybears 
received her deceased three-month-old baby's body in a 
box hit the press last week, it was very subtly hinted 
that the apathy of Native people might have prevented 
this, the second reported case, from having ever 
happened. The fact that other similar cases (all 
involving Natives) had never before been protested was 
made as a big play by officials to prove that 
negligence was cn the part of the Native. The 
question was asked why had not the Native people done 
something before to correct this sort of inhumane 
treatment cf their dead if they really care and they 
claim they do? And why was this incident so different 
from the Noskiye case in Jean D'or of last November? 

Nobody really kicked up a fuss over that, did they? 

Perhaps it was because of how the matter of the 
Noskiye baby was so callously dismissed by everyone 
involved and quickly hidden under the carpet. Perhaps 
it was because neither of the Noskiye parents could 
speak English and didn't have the money to. hire a4 
smart lawyer. And then again perhaps it was because 
the child was Nativee ee. 


The point is, everyone is to blame for this gross 
miscarriage by society. Yes, society is definitely to 
blame. Here is whye If the people of those small 
communities did not know how to go about correcting 
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such adverse conditions then why didn't the public 
health nurses in those communities act on their 
behalf? They are not illiterate and have no language 
barrier to overcome. 


I can only feel sickened by the apathy in all of us as 
a Canadian society for allowing ourselves to be blind 
with eyes that see, deaf with ears that hear, dumb 
with minds that think and mute with mouths that talk 
but say nothing. We all are to blame and no different 
from the thousands of German people who pleaded 
ignorant to the extermination of the Jews in Nazi 
Germanye 


We all say it wen't happen again but I wonder what our 

excuses will be if it does?18?7 

On May 8, 1973, the Minister of Health and Social 
Development ordered the Alberta Hospital Services Commission to 
undertake an cfficial inguiry. The summary conclusion, !&8 


presented July 25, 1973, was the following: 


Treatment Services 

The activities and procedures carried out by the 
hospitals and staff members are in accordance with 
accepted standards in this province. 


Maintenance of Standard 


It is the cpinicn of the Commission that the ccnduct 
of persons responsible for handling the dead body did 
so in accordance with the existing standards of 
conduct for the Province of Alberta. The request for 
permission to autopsy from the Chief Coroner is normal 
practise where the cause of death is unknown. 


The efforts of the hospital staff in obtaining a 
burial permit and their attempts to make an autcpsied 
body as presentable as fessible are noted. These 
activities denote a sensitivity and concern for the 
bereaved relatives. The Commission believes the body 
was handled properly and that it was placed in a new 
container which is manufactured and recognized as 
being "rpurpose-designed" £or the temporary 
transportation of small bodies. It is observed that 
this is a practise carried out not only in this 
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jurisdiction, but elsewhere. 
The inquiry made two basic recommendations: 


The Commission recommends that the Minister of Health 

and Social Development give consideration tc the 

following: 

1. Provision of mortician services following a 

coroner's request for pestmcrtem and prior to the 

release of the body to relatives. Consideration would 

have to be given to exceptions for both ethnic and 

religious grours. 

2s “Provincial Board of Health Regulations, Division 

26, Regulations Felating to Funerals and tc the 

Preparaticn of Dead Bodies for Interment, Cremation 

and Transportation" require review and clarification. 

It is requested that section 26-5-5 be more explicit 

and designate the levels of responsibility as they 

apply to health care facilities, morticians, or 

relatives claiming bodies. 

On August 28, 1973, the Executive Council (Cabinet) of the 
Government of Alberta authorized a new set of regulations 
respecting preparation, transportation of dead bodies, funerals, 
interment and disinterment. Included was a $1,000 fine for any 
person who failed to comply with the regulations,!89 which 
provide that "no body shall be released from hespital for 
transportaticn to the next of kin after an autopsy has been 
performed until the person ordering the autopsy is satisfied 
that the next of kin have been fully informed that an autopsy 
had been performed and have been advised that the services of an 


undertaker should be employed before the body is released". 


In reviewing this case from the perspective of the 


mechanical subsystem, it was noteworthy that no individual in 
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the Wabasca haby case or other cases that subsequently came to 
public awareness acted outside of regulations and directives. 


In fact, some even attempted to be helpful beyond the 


requirement of their duties. Nevertheless, despite the 
involvement and awareness of public health nurses, 
transportation operators, pathologists, norgue attendants, 


hospital administrators and others, a practice that was 
particularly abhorent to people of indian cultural ancestry was 
not changed until a major political issue occurred. This case 
underscores the consequence of restricting involvement of the 
mechanical system participants in the governmental process to 
roles where determining objectives, designing prcgrams and 
caring about the quality of results are outside their official 
responsibility - their function is that{ of the reliable 


"cog"190 in the complex machinery of government. 


Reflecting on the above case history, an analyst might 
recall passages from Tolstoy in his great work Resurrection. 
The central figure, Nekhlyudov, lamenting the inhumanity shown 
by various officials tcward some dying prisoners, states: 

»aethey even prevented others from helping; because 

they were thinking not of human beings and their 

obligaticns toward them but of the duties and 


respcnsibilities of their office, which they placed 
above the demands of human relations.191 


Later, he summarized: 


Suppose a problem in psychology were set to find means 
of making people of our time - Christians, humane, 
simple, kindly people - commit the most horrible 
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crimes without having any feeling of guilt, only one 
solution would present itself: to do precisely what is 
being done now, namely, to make them governors, 
inspectors, officers, policemen and so forth; which 
means, first, that they must be convinced that there 
is a thing called government service which allows men 
to treat other men like inanimate objects, thereby 
banning all human brotherly relations with them; and 
secondly, that the people entering this 'government 
service’! must be so conjoined that the responsibility 
for the results of their treatment of people can never 
fail on any one of them individually. Without these 
conditions it would be impossible in our times to 
commit such atrocious deeds as those Tf have seen 
today. The whole trouble is that people think there 
are circumstances when one may deal with human beings 
without love, but no such circumstances ever exist. 

Inanimate objects may be dealt with without love: we 
may fell trees, bake bricks, hammer iron without love. 
But human beings cannot be handled without love...192 


The inclusion of this material in a thesis is significant 


when one realizes that Tolstoy used this novel to serve as a 


critique cf the Russian social system and its human injustice. 


The functionary of the mechanical system in complex society 
inevitably yields consequences where actions are carried out 


without great regard for human needs. 


The resolution of the problematic features arising from the 
functioning of the mechanical subsystem focuses primarily on 
allowing individuals employed in mechanical roles to expand 
their involvement in the determination of system goals, and the 
evaluaticn and assessment of methodologies. They can then 
experience a sense of meaning and responsibility in the work 
they undertake, and contribute to the total performance of the 
system by centributing their special informaticn in the 


formation of a more representative knowledge base. 
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In certain service areas, the contracting of special 
programs, notmally part of a huge bureaucratic delivery systen 
tc smaller, private organizations such as the Salvation Army193 
(social services) and the Society for the Prevention cof Cruelty 
tc Animals19* (pet control), has yielded more sensitive 
programs. These private organizations are less bureaucratic and 
balkanized, and individuals working for these groups identify 
strongly with ideo-telic objectives and have the opportunity for 
involvement in multiple rcles. They often sacrifice some 
economic securities offered by the public service in order to 
provide services about which they feel personally responsible. 
Since they can express their values and emotions in the context 
of their work, and are not confined to a narrow mechanistic 
tole, the incidence of subservient activity and the experience 


of alienation are potentially minimized. 


In relation to large and ever-expanding gcvernmental 
systems (as well as corporations) the implementation of efforts 
to reduce the above cited prcblems are few. The problems 
created for participants in the mechanical subsystem, and the 
cerrelate growth of unicnism within the system of the Government 


of Alberta, generally indicate increasing difficulties. 
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CHAPTERT VELL 


THE RESPONDENT SYSTEM 


In this chapter, the last of the four subsystems will be 
analyzed, and a case history dealing with the classic issue of 
the "welfare bum" will be employed. The respondent subsystem in 
this ccmplex cybernetic model uniquely distinguishes human 
phenomena and social processes from physical, inanimate or non- 
volitional phenomena and processes, it is the? ‘state’ and 
conditicn of the social phenomena which is the object of the 
ideo-telic system's ccncern. It has been termed "respondent" 
because its internal nature of awareness and valuation as a 
basis for action is similar to the other systems, and 
consequently its response and reaction are not predictable from 
a simple knowledge of its constituent, empirical state. it has 
values and feelings, giving it the capacity to assess and judge, 
on the basis of information, before an action is taken. 
Physical systems, operating under monocausal laws, by contract, 
react consistently to specified stimuli, and have no known 


volitional capacity. 


In a complex bureaucratic system, the respondent subsystem 
is composed of all the clients, consumers, recipients and other 
similar types who are affected, implicated or disturbed by 
actions emanating from the preceding mechanical system's 


activities and endeavors. The respondent subsystem, as a social 
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phenomenon, may bé composed of individuals, interest groups, ofr 


larger human communities. 


In a complex governmental system, the respondent subsystem 
is ccmpesed of all the variety of participants in the society, 
including individual citizens, special interest organizations, 
and the general public. In general discussion, the electorate 
is considered to be the basic response group in a governmental 
system. This electorate, comprising the legally responsible 
citizens, is the final recipient of activities and programs 
cycling through the governmental process. The ideal view of 
democracy holds that this citizenry, if adequately educated and 
aware ccncerning political affairs, effectively ccntrol and 
determine the policies and programs they eventually receive, 
through the exercise of their franchise and the selection of the 
government by the majority will. This concept is rooted in the 
classical view of democracy defined by Pericles and cther Greek 
statesmen,!95 which viewed citizenship as the full-time 
involvement of free men in political affairs. Both the 
classical and ccntemporary definition of democracy implicitly 
assume an informed citizenry. The model in this thesis implies 
that appropriate citizen action is not possible without adequate 


knowledge. 


If the respondent subsystem is illustrated in this case by 
the citizens, the possibility of a democratic governmental 
system is problematic. Unlike Greek statesmen in the 5th 


Century B.C., contemporary citizens have neither sufficient 


juan secant atau Bhy 
Meee a abhi ety umtete 
TTY LAA, iviith he ‘tay | bok {l, 1. 
+ eb sen ita inert mee Leta oe ah 
ins ee Oi it ee i recut Lato nad? 
yemmebign 2 6 ae Avoup armen ina, 
ona he! fispe t ‘ena, Bie baat : 
eS a a tena 


Ea enn ah pei Rip: 


, ty bi ary 2Y £ ton a ey @ mm \4 “a 


eer er 


Sida af ine wt aha 


Pn oe pia i i are Pay gh , ar 


m cui d ne, a wna aia: eahdabom, rs psu 
| Nike bd se cine fist soabigbhes, Vasieqearace. por te 
‘ hak daa ad heed, st bd a Spe ost rian bats Hasobad an 


y 


sly ; | ae 
Ls ee robe. fap Aim} # ig #08 wei Cord avelrds: Scabsvorsgs ‘ e 


fy ah ( 
ae 8 1 a DE a). eer te we ri. ti 


Mh fe +} ; 


an 7 7 \ a i Ll 


ie ce 

“ae ‘guns st vn me fa so coral fusbuogae's ‘ots ne ae re 

a ifilaa teres nanesolba Le Ls 2 2 Halen oar seoordets wis »! : 

: | Light i vig emek! eemnben ,f a abba “sptaadetdong:: at aarove: . 


fame, clk . iy Deed ae wy i 


. ts bs ‘ a J mn a | rte aste eechipe rire : 


Ly eS. 


VOD eee rel vs foi. anal 


201 


leisure, nor sufficient time to become knowledgeable about 
complex social and folitical issues, even acknowledging their 
increased education and the availability of extensive new 
informaticn sources. Consequently, the ability of citizens to 
control the expanding bureaucratic system of government is not 


presently evident. 


The myth that the electorate, represented through elected 
legislative assemblies, determines the political process by 
establishing societal goals and objectives that are effectively 
implemented by public service managers and technicians is still 
widely taught in our schools as fact. The reality is closer to 
the assessment of Bohms, whose work indicated that the 
instituticn of representative democracy functions primarily to 


endorse decisions prepared by pressure groups and experts,.196 


The phenomenon which is the initiating situation for the 
respondent system is the social condition which is created or 
altered by the actions of the mechanical system. This situation 
can be an activity which is directly apprehended by the 
value/faction centre of the respondent system, or an indirect 


activity which is communicated through intermediary messengers. 


The actors in the respondent system, not unlike other 
subsystems, have an objective concerning the state of affairs 
created by the mechanical system, which is often expressed as an 


expectation of what they hope will transpire. 


One major set of problems for the respondent system that is 
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illustrated by the medel results from the respondent's error in 
comprehending adeguately the existing stats of affairs. In 
earlier discussions, it was noted that increases in the 
complexity of the observed phenomena frustrate knowledge 
fcrmaticn. Many activity sectors in contemporary western 
sceciety are becoming so complex and technically sophisticated 
(for example, nuclear energy systems, international monetary 
exchange systems, organized urban crime) that even direct and 
open experience by clients, consumers and victims is no 
guarantee of comprehension and knowledge. The high levels of 
intelligence, time and memory that full knowledge of society's 
ccmplex endeavors assumes, makes the maintenance of an informed 
citizenry difficult. For this type of dilemma, open information 
about governmental activities is no resolution - it is the 
inherent complexity transcending the information processing 
capacities of the individuals and groups which give rise to 


knowledge failure. 


In theoretical terms, two types of reactions are suggested: 


1. Respondents reduce information to the level of limited 
intelligence, time and memory by ignoring, losing or 
disregarding vital aspects of a situation. The resultant 


information set is an erroneous simplification of the social 
reality, and consequent actions based on this inadequate 


knowledge will not accomplish the desired objective. 


Easton discusses this problem of false perception which 
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occurs, according to his analysis, when members of the system 
rely "upon perception, untempered by experience or objective 
appraisal, as a means of interpreting the nature of the stimuli 


in the feedback processes", 197 


2 Respondents acknewledge that their limitations in 
intelligence, time and memory prevent them from adequately 
understanding, making impossible informed reaction. The result 
is withdrawal from participation in the subsystem, which can be 
understood as a "“privatism syndrome", where one reduces their 
field of activity and endeavor to simpler, smaller fields. The 
actors may now experience a greater sense of certainty 
concerning their knowledge and action, although a theoretical 
analysis would only concur if in fact the participants had 
withdrawn to a simpler cybernetic system. The decrease of 
membership in American political parties may partially 


illustrate this type of action. 


The general model indicates that the second major source of 
deficient knowledge formaticn results from manipulation and 
distortion during presentation, transmission and primary 
receptory stages in complex Eoa wenden von processes. This is 
particularly critical in subsystems with an absence of parity 
informaticn streams. Without independent information to verify 
reports and statements, decision-making particifants are 
vulnerable whenever contrel, censorship or manipulation is 
possible by other actors serving interests subversive +o those 


of the respondent system values and goals. 
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In complex governmental process, this is manifest in the 
classic froblem of political propoganda.19& The respondent 
system, functioning as an electorate, confirm or deny political 
power tc partisan parties and individuals. The pcliticians, 
operating as the ideo-telic system, must maintain support among 
the respcndents to continue their mandate. This relationship 
between support and manipulation has the following possible 
expressions: 

(1) The respondents receive accurate information about a public- 
serving government, and react with support. 

(2) The respondents receive accurate information about a _ self- 
serving (partisan or corrupt) government, and deny support. 

(3) The respondents receive manipulated, derogatory information 
(from opposition interests) about a public-serving government, 
and deny support. 

(4) The respondents receive manipulated, laudatory information 
(from the government) about a self-serving government, and react 


with support. 


In the third case, governments often react critically to 
the media for distorting their programs and the state of social 
and economic conditions. The problematic issue in this case 
concerns censorship of the media and the maintenance of a free 


press,199 


The fourth case is the classic issue of propoganda by the 


governing authority. Critical for effective manipulation is a 
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precise understanding of the value orientation and action 
preferences of the citizens as respondents. This 'isS 
accomplished by the use of social science surveys tc discover 
attitudes, concerns and objectives of the electcrate. (in 
Alberta, sophisticated panel studies were used by the Social 
Credit party during their last election while in power, 
utilizing sophisticated political polling programs developed in 
the United States. In this particular case, the highly accurate 
information was largely ignored by suspicious "traditionalists" 


who suspected social scientific findings.) 20° 


Lack of access to this type of information, since good 
surveys are expensive and therefore provide an advantage to 
those in power controlling large financial resources coupled 
with censure and information control given lack cf a parity 
stream make possible the manufacturing, largely by the media, of 
images and infecrmation sets which are preferred by the 
respondents. This partially accounts for the great anxiety in 


gevernmernt concerning secrecy and confidentiality. 


Both an accurate kncwledge of the respondents and 
informaticn ccntrol are essential for effective propoganda. The 
manipulaticn of messages to the respondents takes many forms, 
including three classic tactics often used by officials to 


answer queries from public or special client groups: 


1. The “whipping boy" - some person is made to bear the 


blame for another's mistake (formerly, a boy educated along with 
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and taking punishment in place of a young prince or nobleman). 
An illustration of this is the blame placed on lesser officials 


by President Nixen for the Watergate cover-up.20! 


2. “Red herring" - something intended to divert attention 


from the real preblem cr matter at hand.2° 


36 "Straw man" - a person used by another to disguise his 


Own activities. 293 


A classic manifestation of the cybernetic nature of the 
subsystem is seen in the political process of gaining and 
maintaining oneself in public office. To function successfully 
in a democratic organizaticnal process, the aspiring politician 


has the following ortions: 


1. He can present an accurate image (physical attributes, 
values, emotions) about his real characteristics, if Ste 
consistent with the respondent's model definition of who should 


receive a vote. 


Ze If some of his characteristics are deficient, he can 
substitute false infcrmation so that his image yields knowledge 


that is ccnsistent with the respondent's model definition. 


33 If he has some negative or stigmatic characteristics, 
he can withhold information regarding these unacceptable 
elements sc that knowledge concerning him is consistent with the 


model held by the subsystem. 
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4. If some change occurs so that his competence becomes 
questionable (illness), this information must be "covered up", 
or the respondent will nct give support, based on the lack of 


correspondence between knowledge and model definition. 


The complexity and impersonality of contemporary community 
experience increases the possibility of information 
manipulation, particularly in program areas where the respondent 
does not directly encounter a situation, but nevertheless has 
strong, valued images which form judgements about the present 
state of affairs, social trends. and future ccnditions. 


Phenomena such as unemployment, inflation and crime are typical. 


The possibility of a politician portraying a ncn-existent 
state of affairs or condition as real or imminent, in areas 
where the respondents have no effective parity information, 
allows powerful control. The information sets that can be 
presented by shrewd and knowledgeable politicians anticipate the 
value/action sets of the respondents, and accecrdingly a 
manipulator can denounce undesirable conditions (held as 
negative images - prejudices - by the respondents) and uphold 
cherished states and activities (held as positive images by the 
respondents), in both cases gaining support from the 
respondents. Without verification, these presented information 
sets need not be representative of real situations. Threats of 
Communist takeover in western democracies,?2°* and evasive non- 
responses by government security agencies which argue the 


necessity for keeping secret the reasons for particular 
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defensive activities,295 illustrate the vulnerability of the 
respcndents who have no alternative information sources, and are 
denied experience because the activities are either off limits, 
as is the case of military experimental centres, or they deal 


with hypethetical future states such as a political takeover of 


an econcmic crisis. 


The following case history from a leadership campaign for 
the Social Credit Party and Premiership of Alberta will outline 
the problem of manipulated or, conceding the benefit of the 
doubt, erroneous presentaticns. This case is nearly symbolic, 
for it deals with that classic image, the "welfare bum", that 
has remained a basic political propoganda weapon in the North 


American reactionary's arsenal for many decades. 


CASE STUDY - THE WELFARE BUM 


The “welfare bum" is an image whose popular definition has 
widespread consensus. The image is a representation of an 
individual who is physically and mentally able (fact), an 
irresponsible idler who expects financial support frem the state 
with no intent tc work or contribute to the community (value), 
and who is shiftless, lazy and indifferent (affect). Kupfer, in 
his Edmonton Study, outlined some of these popular concepts: 

A large number of myths have grown up about these 

people and appear to be quite well accepted by 


Fdmontonianse "People cn welfare are there because of 
their own perscnality weaknesses." "People on welfare 
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are lazy and no_ good." “People on welfare are 

sponging on society, and welfare is encouraging then 

not to werk." "People on welfare enjoy their status 

and the free ride that the rest of society is giving 

them." "People on welfare primarily represent certain 

ethnic groups such as Indians, and primarily live in 

certain areas such as the Boyle Street area. "206 

The value/action set held by many respondents relating to 
the image of the “welfare bum" incorporates an indignant, 
punative mood. The problematic issue, from the perspective of 


the model, is not the definition of the image, but the accuracy 


of the image. 


During the 1967 leadership campaign for Premier, one of the 
leading contenders was reportedly gaining considerable candidate 
support, particularly in rural constituencies, with a "get 
tough" plank on “welfare bums", There was a promise to balance 
the provincial budget (then operating with an estimated 6% 
deficit) by removing all the “bums" from income support 


programs. 


This policy was a serious issue for another frent-running 
candidate, who was identified as a strong supporter of improved 
social pregrams for rehabilitating the disadvantaged. The 1,750 
delegates to the leadership cenvention, mostly hard-working, 
tax-paying, low- and middle-income citizens, had no positive 
sentiments toward "welfare bums", They were now informed by a 
cabinet minister29?7 that welfare payments to individuals who 
could work were a major contribution to the government's 


deficit. The delegates could not verify what ultimately was 
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specialist information held partially confidential by the 
Department of Public Welfare. aneeeddition,; “many of the 
delegates who lived in rural communities and farms had only 
local, limited encounter with "welfare bums", and therefore 
lacked a provincial perspective. The delegates were, however, 
presented with a description of a supposedly existing state of 


affairs which they strengly opposed. 


Because of the positive response being received by this 
platform proposal in the early stages of the campaign, policy 
advisors associated with another cranking candidate, who 
eventually won and became Premier, undertook a detailed analysis 
of welfare payments, with the cooperation of officials in the 
Department of Public Welfare, to determine the legitimacy of the 


“get tough" platform. 


The image discovered by a statistical analysis cf payments 
was incerporated in a press release, which included the 
following statements: 

When discussing the paying of public money to feople 

on welfare, the best piace to begin is with the facts. 


The program in the Department of Public Welfare which 
prevides income for dependent recipients is called 


Social Allowance. The following diagram shows the 
breakdown of Social Allowance recipients as at July 
347-1968: 


The three largest groups receiving Social Allowance 
are (1) mothers with dependent children, (2) 
physicaily or mentally displaced persons, and {3) the 
aged. Allowances paid to these groups are generalty 
accepted as reasonable and just by the public. 

However, public acceptance is much more in question 
when the Social Allowance program attempts to meet the 
needs of the smallest of these groups, the “unemployed 
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employables",. This is the group usually caricatured 
by many of the critics as "lazy", “freeloaders", and 
“"“malingerers". 


For this group of "unemployed employables", the total 
budgeted expenditure for the 1968/69 fiscal year was 
$5,600,000, or approximately 9% o£, .the, total 
Department of Public Welfare budget (estimated at 59 
million dollars). In relaticn to the total provincial 
budget for the 1968/69 fiscal year, this grcup of 
"unemployed employables" will only account for .6% 
(6/10 of 1%) of the total government expenditures (5.6 
millicn dollars out of 893 million dollars). 


These facts place in perspective the amount of public 
funds presently spent cn the able bodied unemployed. 


Except for perhaps a few recipients, this group of 

unemployed receiving Social Allowance is composed of 

individuals with family responsibilities who would 

like to be econcmically independent. The reasons they 

are often unemployed is that they lack necessary 

skills or education, or lack access to emplcynent 

opportunities. For this grceup of approximately 2,000 

families, nothing would be solved for the unemployed 

fathers, their wives and their children by simply 

cutting them off welfare, without some alternative 

program for their social economic development.20°8 

This counter information set, which functicned as a 
parity/verification stream in the respondent system's 
communication stream, effectively undermined the "get tough, 
balance the budget" plank, and exposed the fiction of the other 
candidate's informaticn set. A secondary consequence was the 
enlightenment (reforming of previous social image) of a wider 
public outside the convention delegates. This was evidenced by 
the following excerpts from an editorial in a major daily 


newspaper: 


MAKING SOME SENSE ABOUT PUBLIC WELFARE 


At last a politician, and neo less a politician than a 
Social Credit leadership candidate, has discarded the 
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'cheap speech' about public welfare in favor of a 
reascned approach to the matter. 


Politicians for years have been entertaining audiences 
with passionate condemnation of ‘bums' on welfare. 

Talk on this subjuct is particularly cheap since 
welfare recipients are not likely to fight back, 
biting the hand that feeds them. And 'everybody' 
knows that the welfare rolls are loaded with cheaters. 


But Municipal Affairs Minister Harry Strom has dared 
to be different and, besides offering a far more 
credible approach, has produced an interesting set of 
statistics. 


It turns out that this summer the ‘unemployed 
employables' on Alberta's welfare rolls made up only 
10.9 per cent of the total. The rest were mcthers 
with dependent children (32.9 percent), the aged 
(25.4) and the physically or mentally disabled (30.8). 


From what many politicians have said, cutting the 
'bums' off welfare would instantly solve all the 
government's money problems. But, as Mr. Strom also 
points out, spending on the ‘unemployed employables' 
amcunts to enly 6/10 of one percent of total 
government spending. 


Mre Strom is just as anxious as anyone, of course, to 
get the ‘unemployed employables' off the welfare rolls 
and goes on to suggest a way to do it: 


"TJ am proposing that tc meet the needs of this group, 
an ‘employment opportunity program' be established 
which would replace present welfare patterns by 
establishing programs of job training, adult education 
and work activity. This employment opportunity 
program will be developed in cooperation with business 
and industry, labor and key departments of the 
government cf Canada." 


What, then, is the answer to the ‘welfare problem' - 
+o heap more scorn and harassment on welfare 
recipients or to help them solve the problems which 
are keeping them on welfare and which could easily 
keep their children and grandchildren on welfare as 
well? 


After decades cf failure with the first approach, it's 
about time Mr. Strom's approach was given a try.2°9 


In this new, corrected information set, there was still the 
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possibility that the “unemployed employables" (1C.9%) were 
ccemposed of these “welfare bums". This category of welfare 
recipients became the focus of a subsequent research study. 210 
meas interesting to note that the credibility of the "welfare 
bum" image deteriorated even further. Rather than lazy, 
shiftless individuals, many of the cases could only he properly 
represented as disorganized and depressed persons caught in a 
constellation with other individuals functioning asa multi- 
problem family. of these, many responded positively to 
employment cpportunities when the rehabilitation programs dealt 


with the entire family situation. 


In summary, the above case study illustrates the impact of 
a manipulated information set and a corrected information set 
flowing to the centrclysdecision centre, in this case composed of 
respondents who were taxpayers concerned about welfare funding. 
They were vulnerable to misrepresentation and, consequently, 
reacted in error, as long as there was no independent 


informaticn function in the communication process. 


Summary 


Members of the respondent system hold valued orientations 
and objectives which they relate to the activities and programs 
delivered by the governmental process. Their understanding of 
the emergent conditions and consequences which either support or 
undermine their interests determine the direction and 


effectiveness of their subsequent decisions and actions. 
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If there is open access to the situation in question, 
either through cbservation or experience, the deficiencies in 
knowledge which arise will reflect limitations in the 


participant's intelligence, time or memory. 


If, however, information regarding programs and activities 
is ccntrolled, classified, or distorted in some other manner, 
then the formation of an adequate information set wili require 


the operation of a parity information/verification prccess. 


Having reviewed some aspects of knowledge formation in the 
respondent subsystem, an important question deals with the 
possibility of increasing the awareness of respondents. The 
ability of the respondents to make decisions based on valid 
knowledge is related to the reduction and elimination of the two 


malforming factors - error and manipulation. 


The reduction of error by participants in the respondent 
subsystem requires, in relation to any specific phenomenon, a 
level of intelligence, tine and memory adequate for 
comprehension and communication of that situation. Consumer 
organizations, protesting individuals and special interest 
groups have dealt with this problem by educational efforts which 
concentrate their intellectual energies, increase their time 
commitments, and improve their background information. This has 


the functicn of increasing intelligence, time and memory. The 
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thesis mcdel implies, however, that educational and other 
awareness operations cannot overcome the inability of 
individuals and groups tc comprehend social phencmena whose 
complexity is so great as to exceed human analytical capacities. 
Nor, from the perspective of the cybernetic model, does 
knowledge resolution assume the direction of decision, which 
results from value action sets, and not primarily information 


setse 


To illustrate a government pregram which operated partly to 
increase citizen kncwledge, a brief analysis will be made of the 
Community Development program which operated in Alberta during 


the 1960's. 


Community Development emerged as a powerful social action 
movement during the Fifties, basing its philosophy cn ideas of 
greater citizen involvement and participatory democracye In the 
Alberta program, Community Development officers, who worked 
outside the departmental line structure of government, were 
assigned primarily te communities characterized by high levels 
of poverty. By utilizing a variety of public education and 
social action strategies, they encouraged citizens to expand 
their awareness of community problems and potentials, and to 
exercise their political power to improve their social and 


eccnomic conditions. 


A basic tenet in the Community Development philosophy 


discouraged C.D. officers from assuming political leadership 
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themselves. Their role was that of facilitator and advisor, 
helping the local people to learn about themselves, their 
community resources, the peverty problems, the economic 
potentials, and the political process. Where this program was 
effective, local citizens altered their self-images and expanded 


their kncwledge of the community. 


In terms of the respendent system model, they reduced the 
error in their information set concerning their community and 
the socic-economic situation in which they were located. Often, 
the consequence of this process was a renewed political 
activism, with community leaders challenging gcvernmental 
officials on the adequacy of their programs, and demanding new 


and altered programs more appropriate to their conditions. 


Governmental response to their demands and requests were 
varied. Some cabinet ministers, whose ideo-telic goals 
incorporated the people's aspirations, welcomed and encouraged 
this reawakening process in the local citizens. Other ministers 
resented the C.D. officers and the C.D. program, viewing it as 
a source of political agitation. This group was defensive of 
their own establishment priorities and programs, and did not 


appreciate challenges from the local communities. 


A third group, certain senior civil servants, were strongly 
cfpposed to Community Development officers, or any public 
servants, facilitating a community rolitical process which often 


criticized the effectiveness of departmental programs in meeting 
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the local needs, particularly in poverty regions. This group 
often responded by using their specialist knecwledge to 
intimidate the local activists, challenging the accuracy of 
their information, and criticizing local suggestions for 
remedial action. Local citizens were in the strongest position 
when they described their own conditions and experience, but 
were most vulnerable when they suggested complex industrial 
solutions, such as the building of a pulp mill to create 


employment.2!1 


The Community Development program was eventually redefined, 
and then disbanded by a process of attrition.212 The major 
contributing factor to its tenuous existence was its threat to 
the official political leadership and representation, who felt 
their infcrmation set was the legitimate base for government 
decision, and who were often challenged by increasingly 
knowledgeable citizens, newly aware as a result of the Community 


Development program. 


Distortion Resolution 
The second malforming factor is manipulation. The 


reduction of manipulated and controlled informaticn requires 
programs which offer respondents independent information sets. 

In the classic American tradition, this has largely been the 
function of the free press. Because the structure of the 
Republican system does not make the president as Chief Executive 


answerable on a regular basis tc a Parliament (as in the British 
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and Canadian system), the independent "watchdog" function has 
been the burden of the media. This was dramatically reaffirmed 
in the Watergate episode, where reporters of the Washington Post 


operated as a parity information process, 213 


In Canada, and Alberta, the "free press" alse has this 
capacity. There seems a danger, however, that the press and 
audio-visual media, as they increasingly are owned by 
ccrporaticns committed to generating high profits, engage in 
their own form cf information manipulation. Since advertising 
revenue rates are generally established by audited circulation 
statements,21% news which increases circulation, and which does 
not anger major advertising clients, has the most utility for 
high prefits. Independent and uncensored information about 
social issues is then increasingly vulnerable to replacement by 
news which focuses on sensational events, which represent 
another manipulative manner of reforming representative 
informaticn to enhance an objective not correlated to the 


priority needs and goals of the respondent systen. 


The media situation in Alberta during the late 1960's and 
early 1970's was dominated by publications originating in 
Fastern Canada, or owned and controlled by groups located 
outside the province. Consequently, there was little detailed 
and comprehensive information available to Alberta citizens 
about government programs operating in the province. To remedy 
this situation, a pilot project was implemented, in which a 


gevernment-published magazine was delivered free to every 
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residence in Albertae Survey results indicated these magazines 
increased empirical informaticn about the province and 
gcvernment servicese2!5 The articles, however, at best were 
neutral and certainly not critical of departmental activities. 

This infcrmaticn effort, while it could be considered as a 
parity stream checking erroneous facts, did not function as an 
independent source free of political manipulation (the last of 
the four issues was, in fact, closely supervised by a Cabinet 


minister). 


In a modern, complex social system such as functions in 
Alberta, the ability to check manipulation requires, in addition 
to parity messages, a verification process to adjudicate 
conflicting representatives. With the exception of a few 
independent commissicns and public inquiries, this seldon 
Occurs. The cumulative effect is to weaken the effective 
functioning of the respondent subsystem, and to deteriorate the 


cybernetic process as it flows from subsystem to subsystem. 
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CHAPTER IX 


THEORETICAL CONCLUSIONS 


The general objective at the outset of this thesis was to 
develop new understanding about bureaucratic systems of 
organization by utilizing cybernetic concepts, focusing on the 
critical function of informaticn processing and knowledge 
fcrmaticn. A general conceptual framework was presented, and 
elaborated as a complex cybernetic model composed of four 
subsystems. The model was then applied as an analytical tool in 
the discussicn of four cases taken from the history cf a major 


governmental system. 


As the research progressed, it became increasingly apparent 
that the flow of informaticn and action from the ideo-telic 
system tc the techno-methodological system to the mechanical 
system tc the client-respondent system, which feeds [tack again 
to the ideo-telic system, thereby completing a cycle, is a 
complicated, highly vulnerable cybernetic process. In the 
reality of governmental systems, this process operates with 
growing inefficiency as organizations become larger and assume 
increasing bureaucratic characteristics of hierarchy, 


specialization and impersonality. 


From the analysis in this thesis, it is concluded that a 


ccmplex crganizational system is fraught with difficulties if 
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the knowledge which forms at each stage, on which decisions and 
actions are based, is not ccmposed of representative information 
ccncerning the initiating social phenomena. The critical 
variable ites de been the morphology of knowledge in complex 
bureaucracies. The formation of representative information 
sets, the elements cf knowledge, is jeopardized by two 
processes. One is the erroneous formation of knowledge, 
resulting from deficiencies in intelligence, time and memory in 
relation to the complexity of the phenomena. The other process 
is malfcrmed information sets resulting from deliberate 
informaticn distortion and manipulation, emanating from the 
activity of subversive value centres in the system's 


communication process. 


The theoretical insights that have emerged in this 
cybernetic critique will be summarized in two ways. First, five 
general propositions will be outlined, and second, a paradigm of 


mcdels will be developed. 


The fcllowing propositions enccmpass some major theoretical 
cenclusicns resulting from the thesis. In relation to 
hypotheses, they are considered preliminary statements. With 
subsequent clarification of specific indicators and conditions, 
they could aid the generation of testable hypotheses. They are 


stated as follows: 
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1. If the control/decision centre of the social system has 
ne independent information to check or verify the absence of 
error or distortion in the information received, then there can 
be no assurance that any given set of actions will achieve a 
specified objective and no assurance that feedback information 
represents the real consequences of action. Only if ‘the 
information forms as complete and accurate knowledge is there 
any possibility Of, -goal attainment and awareness of 


CCNseqgquencese 


De As society and social interaction patterns increase in 
ccmplexity, success in goal attainment will be directly related 
to an adequate increase in the intelligence, time and/or memory 
of the control/sdecision-makers. Conversely, as an individual or 
group decision-maker has a relative loss in intelligence, time 
and/or memory, there will be an increase in errors, anda 


decrease in knowledge and goal attainment. 


3. If the control/decisicn centre of a social system 
receives informaticn communicated through a stage whose 
participants act in relation to a value/goal set which is 
different from the control/decision centre's value/goal set, 
then infcrmation fidelity is preblematic due to possible 
deliberate distcrticn, and can only be confirmed by independent 
informaticn. If there is an increase in the plurality of 
value/goals held by participants in the systen, there is a 


decrease in the probability of system goal attainment. 
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4. If infcrmation in the communication process passes 
through two or more stages, the ccntrol/decision centre cannot 
assume accurate knowledge (representative information) without a 
parity information operation. As the communication stages 
decrease between decision-maker and phenomena, there is an 


increase in the probability of information fidelity. 


5. To the degree that the information set used by the 
controlydecision centre represents social phenomena as physical 
phenomena by ignoring or eliminating evaluative or affective 
informaticn, the subseguent action will be experienced by 


respondents as "dehumanizing". 


Paradign 


It becomes possible to summarize the theoretical issues by 
a modelling precess in which the problematic elements are 
progressively and systematically subtracted from the cybernetic 
systen. The result is a paradigm of models, beginning with the 
most complex social cybernetic organization, and ending with the 
most simple and least problematic social cybernetic model. They 


are outiined below: 


MODEL V 


This model (Figure 6) has the following features: 
(1) Multiple subsystems 


(2) Pluralistic value centres within total systen (value 
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conflicts) 
(3) Multiple stage informaticn transmission within subsystems 


(4) Alterant/subversive value centres within subsystems 


This conceptual framework represents the expanded, complex 
model developed and discussed in this thesis. rt seems 
appropriate for Aueames s of large governmental, industrial, 
religious and other systems, operating in the world tcday, which 
are characterized by vast, hierarchical bureaucracies, and 


competing values and ideologies. 


MCDEL IV 


This model (Figure 7) assumes the elimination of feature 4 
(Alterant/subversive value centres with subsystems). THis hs 
accomplished by the operation of parity information and 


verificaticn precesses. 


This model is descriptive of social systems whcse values 
and ideclogy ccmprise a unified and rigid view which is 
generally unamenable to basic change and competition. 
Totalitarian political systems and military organizations often 
approximate Model IV in their form. Characteristic of these 
organizational systems are highly developed mechanisms to check, 
mcnitor and verify information, and the absence of individual 
rights to privacy. Through tribunals, informants, electronic 
surveillance, cross-examinaticns, and excommunications and 


expulsions for deviant members, subversive activity is severely 
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MODEL iit 


This model (Figure 8) assumes the reduction of feature Be 
the multiple stages in the information transmission stream. 
This is accomplished by the reduction in the number of 
hierarchical levels and participating actors in the 


communication process. 


This model relates to social systems where simple sub- 
systems are still differentiated by functional areas of 
activity. Hinterland communities composed of small, separate 
interacting organizations and interest groups, internally devoid 
of hierarchical communication stages, but pursuing diverse 


goals, illustrate the basic features of this model. 


MODEL Il 


This model (Figure 9) assumes reduction of 
pluralistic/conflicting value centres within the total systen. 
This is accomplished by value integration and concensus 


formation among the subsystems. 


This model describes the totally integrated community, 
whose members are assigned to different functional tasks, all 
operating on the basis of a common value system. The communes 
of socialist and communist countries (China and Cuba), and the 


total communities of religious sects (Hutterites and monastic 
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settlements) are representative. They operate on the principle 
of open, direct communicaticn, and voluntary value consensus, 
which greatly reduces communication errors and information 


manipulation. 


MODEL I 


This model (Figure 10) assumes the reduction of feature 1, 
the number of discrete subsystems within the total system. This 
is acccmplished by expanding the participation of the actor or 
actors in more than cne, and ultimately all four functional 


arease 


The simplist model of the paradigm, where the ma7jor 
cybernetic deficiencies resulting from the organizaticn of the 
System are eliminated, describes a small social group carrying 
out the total range of tasks required for their survival as a 
systen. The frontier family or the pioneer group, where all 
members, according to their ability, share in all phases of 
their sccio-eccnomic existence, typifies the model. What 
remains problematic for the cybernetic process at this level, 
the intelligence, time and memory of the participants, is no 
longer a function of social structure and form, but a function 
of the member's social-psychological characteristics and the 


nature of the envircnment. 
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MODEL IZ 
(Figure 6) 
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MODEL I 
(Figure 9) 
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The above paradigm, which originated in a theoretical 
exercise that progressively eliminated problematic features in 
knowledge formation, makes it possible to use a cybernetic 
perspective, net only as a tool for developing understanding of 
complex bureaucratic systems, but as a general orientation that 
allows analysts to relate a whole range of organizaticnal forms. 
The insights that have emerged frem an inguiry of bureaucratic 
process at the Model V level are now useful, not onlyyw itor 
describing impcertant aspects of government systems, but by 
development of the paradigm, they are helpful for cybernetic 
analysis of a diversity of organizations, ranging from other 
complex institutional systems, such as a community, to Simple 


systems, such as small farm cooperatives. 


The paradigm also allows the organizational analyist to 
integrate into a single theoretical perspective certain elements 
which were previously properties of discrete theoretical 
formulaticns. The ideo-telic system has a relationship to 
theories ccncerning decision-making; the techno-methodological 
system has a relationship to studies on management and 
administration; the mechanical system has a relationship to 
human relations and other work-related theories, and the 
respondent system has a relationship to the political analyses 
of the ccnflict theorists. The "Action" theorists, focusing on 
the orientation of actors and the meaning of role behavior, can 
be discussed in terms of motivations of participants in the 


subsystems, while the functionalist's analysis of systemic needs 
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can be discussed in terms of interaction patterns Operating at 


the macro systems level. 


As a general systems model, it will add to the developing 
body of literature attempting to understand, from the 
perspective of cybernetic concepts, what are the essential 


processes in social crganizational life. 


The above cybernetic models also allow a hopeful avenue for 
discourse with theorists in other disciplines who are dealing 
with the complexities of the modern world. Goldsmith, in his 
critique of the cognitive deficiencies of modern science, 


states: 


This means that we beccme ever less capable of 
understanding our relationship with the constituents 
of our changing environment... 


Thus, whereas our palaeolithic ancestors had no 
difficulty in understanding what was their 
relationship with the cave bear and the woolly 
Mammoth, we have no means of understanding what are 
the implications for us of subjecting our children to 
X-rays, of permitting a nuclear power station to be 
built in the vicinity of our homes, of allowing 
supersonic transport to erode the ozone belt which 
Shields oux planet from the sun's radiation, of 
cutting down the world's remaining stands of trepical 
forest, of countenancing, in fact, the 
industrialisation precess itself. Few feople 
understand the full implications of these things, and 
hence, few are capable of reacting or influencing 
society to react adaptively to the strange new 
happenings which are rapidly transforming the world we 


dive dan. 


The result, of ccurse, is that our scientifically 
influenced behaviour, which, as we have seen, remains 
based on subjective foundations, becomes increasingly 
unadaptive.216 
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While no one longs to return to the rudimentary life of the 
palaeolithic dweller, it is possible to point, ;out» that sthe 
direction societies must pursue, if they are to become more 
knowledgeable and adaptive, is toward less technical complexity 


and smaller, more comprehensive socio-economic systems, 


This perspective alse has relevance for macro theorists, 
such as these reporting to the Club of Rome. In the Second 


Report, titied Mankind at the Turning Point, the "counter- 


intuitive" concept of Forrester's217 is further explored: 


eee "Counter-intuitive" behavior of a system ise..the 
consequence...of disorder in the system which, as a 
corollary, leads to a loss of intuitive understanding 
of relevant portions of the system which the 
individuals concerned with that portion of the systen 
have developed through experience and scientific 
inquiry. Counter-intuitive behavior is therefcre a 
sign that the system is in a crisis and is displaying 
abnormal behavior. ... What is needed is net to 
Change the path of development by "outside" steering 
into the directicn of further growth or no-grewth. 
What is needed is an internal restructuring of the 
system to restore the "normal" condition where the 
subsystems are in mutual harmony so that each of then, 
by solving its ecwn problems, is contributing to the 
solution of the whole. Such a restructuring leads to 
the path of organic growth,218 


The "internal restructuring" envisioned could be partly informed 


by the above paradign. 


In summary, our theoretical inguiry indicates that a social 
Systen, whose dcominant features include hierarchical 
bureaucracies and a plurality of values and ethics, po 
operationally a highly complex cybernetic system, and therefore 


highly vulnerable and less efficient in the attainment of 
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critical societal objectives. Cybernetic efficiency and, 
consequently, system Viability, will require social 
reorganization that moves toward smaller, more integrated and 


more wholistic fcrms. 


While this analysis has not defined specific hypotheses 
that allow for prediction and control, it has promoted 
understanding in the field of social organization, by offering a 
coherent and systematic interpretation of a complex social 
reality. This follows within the "neo-idealistic" tradition219 
advocated by social scientists who question the possibility of 
classic, physical scientific explanaticns of social phenomena. 
Their orientation, which is shared by the writer, is to develop 
means by which parts and wholes can be integrated, and 
organizational elements in diverse fields can be compared and 
analyzed within a system of general concepts. The general 
propositicns and systems model that have emerged in this thesis 
expand understanding by providing a conceptual framework that 
has descriptive, heuristic and comparative value. This is a 
necessary stage in the cngoing development of sophisticated 


cybernetic theories cf social organization. 
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CHAPTER X 


IMPLICATIONS FOR PUELIC POLICY 


This dissertaticn originated in a concern about large, 
bureaucratized government. The findings, accordingly, should 
provide commentary on the existing governmental process and 


suggest possibie modificaticn in public policy. 


The governmental system in the Western world is Slowly and 
surely reaching gigantic and inccmprehensible proportions. From 
the inside, everything is legalistically defined in regulations, 
accounting systems or operations, and there exists a sense of 
order. From the outside, however, where complex socio-economic 
processes are ongoing, the consequences and effects of this 
formal gcvernmental process appear inadequate, uninformed, and 
over time, inconsistent and chactic. The economy is not under 
control, crime continues to increase, and psychological 
illnesses are epidemic. The popular saying, "Too little, too 
late," as descriptive of belated government awareness and 
action, has fcundaticn in fact. There is no denying that 
government brings order, but it appears to be a kind cf "ordered 


ineptitude" from the perspective of human and social need. 


The following descriptive phrases could apply to 


bureaucratized governments: 


" ..ethey appear to have been cold-blooded, slow- 
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moving, and unintelligent...and less able to ada pt 
themselves to the new conditicns of life brought about 
by gradual changes..."220 


The quctation, interestingly, is part of a description of 


Dinosaurs taken fron a 1912 edition of the Americana 


Of the variety cf models brought to the analysis of this 
modern problem, it appears the cybernetic orientation will find 
increased utilization by analysts. Max Nicholson, in his study 


of the misgovernment of modern Britain, writes: 


The relationships between government and the governed 
are often incorrectly viewed simply in terms of 
superior and inferior status, or of something 
approaching a chain of command from "top" to "bcetton" 
in athin democratic disguise. A more suitable model 
would be of a flow process of exchange of signals and 
of energy which works both ways but is often blocked 
ox distorted. As the basic structure has never been 
coherently designed for such a purpose, and has been 
modified with little regard ro it, that can only too 
easily occur. Moreover the scale of the load to be 
carried has far outgrown the original provision, 
rather like an Asian city with a current population of 
two million pecple depending on water-pipes and sewers 
designed for 300,000. 


The scale and nature of these blockages have been 
aggravated by other factors, which call for more 
serious study than they have had. Although a two-way 
flcw process is demanded for the management of a great 
modern state by inherent social-psycholcgical 
principles, and is ostensibly conceded by the 
democratic set-up, there has been a deliberate attempt 
to operate the System behind the scenes as an 
essentially hierarchical, one-way mechanism. As this 
is fundamentally at variance with the alleged modern 
constitution it naturally produces a nensense 
situation in terms of social engineering, which was 
only tolerable so licng as the electorate was largely 
unscphisticated and apathetic, and the System appeared 
to know what it was doing and be capable of achieving 
it. Now that both these preconditions are ceasing to 
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be fulfilled an overt breakdown, followed by general 

loss of confidence, is the natural and inevitable 

outcome, 221 

However, no great insight is required to pronounce negative 
judgement cn modern governments. It is more insightful to offer 
an analysis which indicates measures that will improve the 
functicning of the governmental process. From the perspective 
of this thesis, this involves increasing the efficiency of the 
entire system as a cybernetic process, and concentrating on the 
removal cf those features which limit adequate and accurate 
informaticn. Simply stated, complex governmental systems do 
not, to paraphrase Nettler, "know what they are doing", 222 
Because of the contingence in the formation of representative 
informaticn sets throughout this total governmental 
communication process, the knowledge utilized is deficient, and 
the consequent actions flowing from this defective cybernetic 


process are incapable of yielding valued and sought-after goals. 


This thesis raises serious questions about the viability of 
pluralistic, democratic societies whose primary institutions are 


large, complex, centralized and inflexible. Drucker writes: 


There is mounting evidence that government is big 
rather than strong; that it is fat and flabby rather 
than powerful; that it costs a great deal but does not 
achieve much. There is mounting evidence alsc that 
the citizen less and less believes in government and 
is increasingly disenchanted with it,.223 
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The kigness and complexity in government is the accumulated 
effect of increasing nationalizaticn of the private sector, the 
centralization cf municipal services traditionally under the 
jurisdiction of lecal authorities, and the takeover oe 
replacement of many voluntary social and education service 
organizaticns by sear ane stad agencies. This "imperialistic 
drive" has been accommodated by power-seeking political leaders, 
citizens demanding more and more public services, and utopian 
social planners who believed that selfish, private interests in 
society cculd be eradicated by turning all social and economic 
jurisdicticn over to a streng central government, where central 


planning would realize the greatest common good. 


The present societal reality is big governments, at civic, 
provincial and federal levels. Elaborating on the theme of 
Sickness in government, and the disenchantment that he asserts 
may be the most frofound discontinuity in the world, Drucker 


continues: 


Modern government has become ungovernable. There is 
no government today that can still claim control of 
its bureaucracy and of its various agencies. 
Government agencies are all becoming automomous, ends 
in themselves, and directed by their own desire for 
power, their own rationale, their own narrow vision 
rather than by national policy and by their own boss, 
the national government. 


This is a threat to the basic capacity of government 
to give direction and leadership. Increasingly policy 
is fragmented, and policy directicn becomes divorced 
from execution. Executicn is governed by the inertia 
of the large bureaucratic empires, rather than by 
policy. Bureaucrats keep on doing what their 
procedures prescribe. Their tendency, as is only 
human, is to identify what is in the best, interest of 
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the agency with what is right, and what fits 

administrative convenience with effectiveness. As a 

result the welfare state cannot set priorities. It 

cannot concentrate its tremendous resources, and 

therefore does not get anything done. 

The great achievement of the modern state, as it 

emerged in the seventeenth and eighteenth centuries, 

was unified policy control. The great constitutional 

struggles of the last three hundred years were over 

the ccntrol powers of the central government in a 

united and unified nation. But this political ergan, 

no matter how it is selected, no longer exercises such 

contrcl. 224% 

The model of this thesis suggests that as the social 
phenomena increase in complexity, knowledgeable governing is 
only possible if there is a correlate increase in intelligence, 


time and memory by the system's control, the decision-makers. 


If it is assumed that society is now so complex, and the 
governmental process so large and complicated that the level of 
adequate knowledge required has surpassed the normal 
ccmprehension capacity of any human being, then two theoretical 
possibilities emerge: 

(1) Increase the intelligence, time and memory of government 
decision-making centres, or 


(2) decrease the complexity of the social phenomena. 


The first possibility, increasing intelligence, time and 


memory, manifests itself in two directions: 


1. Modifications can be made in the structure and 
functioning of the ideo-telic decision-making body, primarily 


the Cabinet, so that they operate as a cohesive, knowledgeable 
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mind, aware not only of the large complexes they have legislated 
into being, but of the consequences for all other areas of the 
Systen. A study by Robert Gcerdon of leadership and decision- 
making in large corporations would not be hopeful cf Cabaee 
reform, given ministers' commitments to Many other tasks besides 


decision-making: 


For the most part, the board of directors (which 
represents the cwners) as a formal group has 
surrendered its function of active decision-making in 
the large corporation. "Outside" directors function, 
abe at ail, primarily as financial and business 
advisors. The value of advice by competent and 
interested directors should not be minimized. But the 
job of actually making the decisions which are the 
essence of the leadership function rests primarily 
with the executives themselves. Those who seek to 
restore the board as a true decision-making body 
misread the probien of large-scale management 
organization. The withering away of the active 
leadership function of the board is unavoidable. It 
is merely a reflection of the fact that large-scale 
business leadership can be performed efficiently only 
by a single group of working officials willing and 
able to devote the necessary time to the business,225 


Cabinet ministers do not have enough time. In addition, 
they are cften deficient in contextual memory (experience and 
education). Sc, even arguing for their intelligence capacity 
(which is largely underrated by pundits), increasing the I-T-M 
of the Cabinet appears problematic. Some modification would 
help. The chief executive and his ministers should ke served by 
a powerful research and information mechanism, maintained 
distinct from the departmental, public service administration, 


To delay this type of improvement, out of fear either of 


“Svengalis"' vor) political criticism, only results in further 
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ccntrol by the managerial elite, as Lenski observed: 


eeethe growing power of the managerial elite is a 

function net only of its ability to rig elections, but 

also of the growing complexity of the large 

ccrporation and all that entails. The management of a 

large corporation has become demanding, fuli-time 

work, and those who are unwilling or unable to devote 

full attention to it, as is true of most owners and 

directors, soon find that control passes to those who 

can, 226 

2e A second theoretical option is to develop a "mega- 
mind", which exercises total control on the basis of 
comprehensive knowledge. This could conceivably take the form 
of a super-human being. | Surprisingly, the emercence of a 
brilliant, benevolent dictatorship is occasionally suagested in 
popular discussion as a possible future governing style that 
could bring social cohesion to a turbulent and disordered 
society. The question this raises is the ultimate limits of 
human capacity to understand socio-economic complexity. While 
medieval dictators effectively governed, and ccntemporary 
dictators such as Franco in Spain maintained social order, it 
was within the context of less complex social systems, where 
totalitarian values persisted, and social structure was simply 
Stratified. To assume that the most competent human being could 
provide coordinated lsadership in a pluralistic, diverse and 
free social system rests on theoretical rather than practical 


arguments, unless cne concedes that the dictator wculd have to 


impose a totalitarian, rigid systen. 


Under totalitarian conditicns and limited human freedon, 
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the social system is less complex. Effective governing would 
result, then, net from the human "mega-mind" of a @ictator who 
has the capacity for greater knowledge than others, but from the 
enforced simplication of society through totalitarian gan eucen 

All the dictator can offer, it appears, is not increased 
brilliance, but more order, and only through the reduction of 


pluralism and diversity. 


The mechanical form of the "“mega-mind" is the super 
computer that integrates all human memory, has unlimited 
intellectual processing power, and consequently allows enough 
time. This science fiction dream may yet become a reality. At 
present, however, cybernetic theoreticians in computer 
development are yet not able to develop "thinking" in terms of 
ferm, field and pattern. The algorithmic form of processing 
(discussed earlier in Chapter IV), now the basis of computer 
programming, is more analogous to a game than a thinking, 
evaluating, feeling human individual or group. This limitation 
remains the counterpcint to computer advocates who, 
misperceiving the complex morphclogy of information in social 
cybernetic processes, call for greater computer application in 


decision-making centres. 


The second major possibility to cope with the present 
crisis is to decrease the complexity of the social rhenomena. 
This requires the development of simpler cybernetic systems, in 
the direction suggested by the paradigm in the previous section. 


This sheuld not b2 confused with geographical decentralization, 
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often practised by governments to cope with regional political 
pressures, The Simplification of the phenomena reguires 
breaking down ideological, jurisdictional and economic units as 
well as possible geographical decentralizaticn. This 
possibility, to increase understanding and comprehension of life 
by operating in a less complex social system, is bounded by the 
reality of the existing large, centralized governmental systems. 
Schumacher, a British eccnomist, defines the Situation as 
fcliows: 

Nokody really likes large-scale organisation; nobody 

likes to take orders from a superior who takes crders 

frem a superior who takes orders... Even if the rules 

devised by bureaucracy are outstandingly humane, 

nokody likes te be ruled by rules, that is to say, by 

people whose answer to every complaint is: 'I did not 

make the rules: I am merely applying then! 

Yet, it seems, large-scale organisation is here to 

Stay. Therefore it is all the more necessary to think 

about it and to theorise about it. The stronger the 

current, the greater the need for skilful navigation. 

The fundamental task is to achieve smallness within 

large organisation. 227 

To achieve this "smallness" in the midst of "bigness" would 
require a form of "decentralized federation", To accomplish 
this, senior levels of government (both provincial and federal) 
would return control to lower level organisations, where there 
are possibilities for participants to be more kncwledgeable, 
more involved and more respcnsible, Being less complex, and 
operating ina more limited field of phenomena, they comprise a 


more efficient cybernetic systen. Schumacher has encompassed 


their decentralization in what he cites as the Principle of 
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Subsidiary Function: 


A famous formulaticn of this principle reads as 
follows: "It is an injustice and at the same time a 
grave evil and disturbance of right order to assign to 
a greater and higher association what lesser and 
Subcrdinate organisations can do. For every social 
activity ought of its very nature to furnish help to 
the members of the body social and never destrcy and 
absorb them." These sentences were meant for scciety 
as a whole, but they apply equally to the different 
levels within a large organisation. The higher level 
must not aksorb the functicns cf the lower one, cn the 
assumption that, being higher, it will automatically 
be wiser and fulfil them more efficiently.228 
From the perspective of the thesis model, this principle 


contains an implicit cybernetic logic. 


The application of this "decentralized federalism" to the 
lowest crganization scale would alleviate many frustrations 
inherent in the existing bureaucratic government system. It 
could be readily expressed in two ways: (1) by the transfer of 
public tasks from the large departmental administration to 
small, necn-governmental organizations (such as _ church-based 
social service agencies, or small limited-dividend and 
cooperative housing groups); and (2) by the return of many 
central decision-making activities affecting local communities 


to local authorities and local interest groups. 


A more idealistic expression of the reduction of complexity 
and the creation of simple, cohesive systems is the return to a 
smaller, simpler, more comprehensive community experience. The 
Classic expressicn of this is the Hutterite colcny, still 


functioning after 400 years of external societal pressure as a 
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Simple Christian theocratic communist community.222 In the 
previous paradigm, its cybernetic forn approximates the Stage II 
nodel, where there is an absence of alternative value 
orientations, and members participating in the eee 
functional areas communicate directly with each cther. The 
resultant reduction ia both information error and information 
distertion yields a more reliable and accurate knowledge base, 

It is interesting tc note that the colonies, when their 
membership increases beyond approximately 150 members, split to 
form new cclonies. Their leaders have discovered fron many 
decades of experience that personal communication and 
understanding and group harmony become difficult when the 
colonies become tco large. in the Hutterite system, where 
colonies are small and eccnomies are generally limited to 
agricultural production, it is possible for Hutterite leaders to 
maintain comprehensive knowledge concerning the Oferation of 


their sccial systen. 


For individuals with a desire to understand what is 
happening in their community, and to experience a social life of 
involvement and knowledgeabie political participation, 
ccntempcrary urban communities are a frustrating experience, 
appearing as mindless systems where no one seems to fully 
understand what is happening, and nobody is in a _ fesition to 


exercise control. 


The appeal to experience a more neaningful community life 


is strong. The resurgence of small town residency and the 
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growth of alternate lifestyle communes is a recent 
phenomencn.239 If participating individuals recognize that the 
cybernetic efficiency of small communities is related to simple 
activities, direct communication and value cohesion, they can 
enhance the viability of the community by stressing these 
elements. This is expressed most powerfully in the commune 
movement instituted by the Mao Tse-tung regime in Communist 


China, 23! 


Public policy should recognize that the "small community" 
movement brings strength te a pluralistic society, facilitating 
lifestyle opticns and providing a more meaningful human 
experience than is generally possible in large, complex cities, 
New legislation shculd be developed to encourage the reduction 
of societies' complexity with all its attendant ills; to 
smaller, and possibly more understanding and meaningful, social 


community forms, 


This thesis assumes a basic distinction between social and 
physical phencmena. The compositicn of physical elements 
excludes evaluative and affective properties. Social phenomena, 
unlike physical phenomena, are not deterministic and predictable 
in their acticns - their unique human properties give them a 
volitional and emoticnal character. When these latter qualities 
are not acknowledged in the information base for organization 


and programming, the planning is implicitly dehumanizing, and 
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the working mcdel is mechanistic and deterministic. Large 
governmental systems still operate largely on a mechanistic 
mcdel, organizing for fecple as if they were only physical 
properties. This bias, as was indicated Carlier, is rooted re 
the techno-methedological spheres of the senior civil service 


where management, order and predictability are keystones. 


The penchant for "dehumanizing" in the design of government 
delivery systems is essential to the concept of prediction and 
planning. A program can be planned to attain a future 
objective, if the behavior of the target phencmena are 
predictable, The whcle notion of professional management, 
developing methodologies and strategies to gain a predetermined 
result, is problematic if phenomena are unpredictable and 
volatile. In fact, passivity cr non-response is ideal as an 


element in deterministic systems. 


The payment cf mechanical participants to "dehumanize" 
themselves and act like machines is essential for many 
governmental programs where the implementing instruments must 
Operate predictably and reliably. The function served by the 
technician, mechanic, operator, serviceman and laborer, to be a 
non-reflective instrument, or machine, is clearly revealed in 
the following statement by Drucker: 

Yet the unskilled mass-preduction worker will be seen 

as an engineering imperfection. He has a job only 

because we have not taken the trouble to apply enough 

kncwledge to his work so as to "program" it for the 


machine. A machine can do any mechanical operation 
once we really know and understand it - the only 
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question is whether it is economical or not.232 


in a great many cases it is not economical, either because 
we do not produce enough units or because the job of finding out 
is exceedingly complex, whereas doing the work is simple and 


requires little learning or instruction. 


tt is understandable for a person to function asa machine 
in the context of a physical task - placing wood in a fireplace, 
hammering a nail, or driving a car fall into this category. The 
difficulties arise in governmental systems when the person has 
no other rele opportunities other than to function as a machine, 
or when he is in turn treated like a machine. Both problems are 
very ccmmon in bureaucratic models, management forms and 
methodologies originating in technical fields of endeavor. This 
misunderstanding is evident in the term "social engineering", 
and partially explain the failure of sophisticated aerospace 
firms in California, who brilliantly engineered Space flight 
Successes, but could not ameliorate complex urban problems which 


they enccmpassed under the term "civil systems",233 


The two problems cited above, precluding individuals fron 
nen-mechanistic roles, and treating humans like machines, must 


be alleviated to improve the cybernetic process in complex 


social crganization. 


Frem the cybernetic paradigm outlined earlier, expanding 
the role of the traditicnal mechanical system participants 


requires their involvement in the cther areas beginning with the 
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techno-methodological subsystem. Their expanded involvement in 
evaluating and selecting technologies and methods, in addition 
to implementing them as an Operator or other mechanical 
functionary, acknowledges their human nature by providing Lene 
meaning to their activities, and also serves cybernetic 
efficiency by expanding the knowledge base of the other systems. 
This expansion of the actors' participation to include 
functioning in more than one subsystem is particularly critical 
in social service programs, where the most sensitive information 
is held by the service workers (teachers, nurses, social 
workers) who are traditionally officially restricted from 
serious participaticn in policy formulation, program design and 
implementation strategy. (They influence policy threugh their 
associaticns and unions, but this is because their size 
categorizes them as a powerful element in the political 
respondent system, not because the system appreciates the 
special knowledge of social service workers.) Present North 
American departmental systems in government are extremely rigid 
and hierarchical, which hinders effective performance in social 
programming. Greater experimentation, expanding the involvement 
of the worker, is required to discover more cchesive and 
knowledgeable organizational structures. The widely publicized 
lead of Volvo, the car manufacturer in Sweden, to establish work 
teams that can innovate their own assembly techniques as a 
replacement for the assembly line,23* may encourage gcvernmental 
management to develcp more responsive and innovative program 


environments for governmental services. 
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The second problem, treating humans as mechanistic objects, 
is prevalent in every human service area of large governments. 
The first indicator, mentioned in an earlier chapter, is the 
bureaucratic structuring of government departments and agencies 
On an indiscriminate and uniform basis, generally regardless of 
the program's objective. The governmental departments that 
serve human needs - education, health, culture, social 
development, labor and others should reflect in their location, 
management style or organization structure more responsiveness 
and sensitivity than departments serving non-human sectors (such 
as mines and minerals, or highways). However, they all seem to 
Operate under the same critieria, with physical characteristics 
determined by standard practices of the Public Works department, 
and organizaticnal structure generally standardized by the 
Personnel Administration authorities. The obsession with 
standard regulaticns and procedures across the entire 
governmental bureaucracy, without Significant distinctions 
between service sectors, is designed to control potential 
internal problems, and is detrimental to effective performance 
in every area of government programming where there isa 
respondent subsystem. A critic of the Government cf Alberta 
bureaucracy succinctly illustrated the above discussed 
insensitivity by noting that the marriage license bureau (where 
civil ceremonies were often performed) and the venereal disease 
Clinic operated under the same department and were bcth housed 


in similar looking "shabby" offices in the same region of the 
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city.235 


The second indicator cf governmental officials' failure to 
appreciate the nature of social phenomena is expressed in the 
area of sccial and economic planning. Politicians should have 
learned by now that it is possible to promise and deliver 
physical projects - roads, swimming pools and buildings - but 
that it is futile to promise specific results where the issues 
deal with responsive phenomena such as crime, alccholism and 
culture, and economic insecurity. In all these human areas, 
governing authorities and professionals must develcp a more 
accurate knowledge about people through a continuing social 
interacticn process. Since the clients of the governmental 
System function as a respondent subsystem, the cybernetic 
process cannot succeed without their full participation. It is 
only possible for a department or agency to "deliver" services 
and assume the respondents! reaction if intimidation, passivity 
or ignorance exists amcng the clients. Otherwise, the services, 
to be acceptable to the respondents! needs, must be based on 
centinuing interaction and consultation, since values and 
feelings continually alter as an adaptive mechanism to 
environmental changes. This could be termed a "cyter-dynamic 
morphogenetic process" where programs originate in the 
informaticn process which is continually in operation. The 
grand utopian scheme of the remote planner cannot function in 
this process. What is required is continuing consultation to 


insure that the infcrmation is constantly reformed to represent 
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an ever-changing social reality. This process is at the heart 
of community develcepment programming (presently out of favor 
with many governments), which never advocated any more than what 
the partisan political system promised but failed to give - 


participatory democracy. 


Many citizens in Western countries no longer trust or 
believe explanations offered by government, nor are they 
confident that government leadership is entirely aware of what 
is occurring in scciety. Circumstances leading to the 
resignaticn of Chancellor Brandt of West Germany and President 
Nixon of the United States only sustain these views,.236 The 
cybernetic model has highlighted the function of parity 
informaticn as a mechanism to check for information error and 
Manipulation, Its Systematic application to gcvernmental 
Systems would alleviate much of the aforementioned prevailing 
Opinion about public information and knowledge. One 
methodclegy, previding greater citizen access to government 
files, would afford the possibility of independent verification 
of governmental activities, which would encourage politicians to 
become more honest in their replies, In North America this 
innovation might suggest revolutionary consequences. In 
Denmark, however, it operates quietly as a right of citizens to 


inspect any government files relating to incidents in which they 


are perscnally implicated. 237 
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The problem of insuring fidelity and adequacy in the 
informaticn sets which comprise the knowledge of the phenomena 
used by ccntrol/vdecision centres necessitates independent 


informaticn and verification possibilities. 


The anxiety of individuals concerning personal information 
filed abcut them in public agencies is justifiable. Even 
acceding government the right to maintain personal files, a 
public procedure must be established enabling a citizen to 
verify his or her persenal records. This is not only a matter 
of civil rights, it is also essential to improve the proficiency 
of the governmental system, which ultimately yields negative 


feedback whenever errcneous information is processed. 


A more compiex requirement is the operation of parity 
informaticn streams for each subsystem. For the legislative and 
executive level of government, independent information and 
research activities must be continually funded. Above all, they 
must be free of political and bureaucratic control. The 
integrity of research reports undertaken by departmental in- 
house researches, particularly when evaluating a departmental 
program, must, cn theoretical cybernetic grounds, remain suspect 
until independently verified. The more complex the social 
system the more vulnerable the cybernetic process, and the more 
eritical the parity function. Organizations such as the 
Economic Council of Canada, and the now defunct Human Resources 


Research Council of Alberta (closed for quasi-political reasons) 
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are the types of independent information mechanisms that are 
critically needed tc maintain the integrity of information in 
large governments. The criticism of duplicating in cost only 
arises when there is ignorance concerning the function of parity 
informaticn, or when there is concern to maintain partisan 


ccntrol cf a public institution. 


At the techno-methodclogical level, there must be similar 
parity operations. In Canada, information formation and the 
decision-making process are largely protected from independent 
inguiry by the practise of placing ministers as chief 
administrators of departments, resuiting in ministerial 
accountability in the legislative assembly for issues belonging 
to the techno-methcdological systen, thereby largely shielding 
senior public management operations. The distincticn between 
ministerial and administrative functions, as is the case in 
Sweden (the minister and the department are separate entities) 
where the minister can initiate public hearings concerning the 
program management, would eliminate the present excessive 
confidentiality by disasscciating techno-methcdological 


knowledge from political accountability. 


In the mechanical subsysten, parity information is 
problematic. The issuing of orders and instructions in the forn 
of duplicate dccumentation, so that the actual operator can 
confirm verbal directives received from the supervisor, provides 
a manner of parity process. The more critical issue concerns 


union control and security of the worker, who is penalized for 
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questioning or challenging union controlled directives. The 
government practise of accrediting unions to exclusive 
territory, and manditory membership, undermines the parity 


informaticn process in the mechanical subsysten. 


The respondent subsystem is the home ground of the "free 
press", that classic concept which modern newspapers, radio and 
television insists is still expressed in their operations. 
Given the profit orientation of large media owners, one can 
question the integrity and commitment of these organizations to 
independent news. Following a national senate inquiry into the 
press in Canada,238 the daily newspapers established their own 
council tc police their cwn membership on accuracy and honesty 
of reporting. The papers wculd have been more convincing if 
they would have established an independent tribunal. As it new 
operates, the publishers form the council, and ultimately their 
security dces net rest with the respondents, but with their 
investor-cwners. A more effective check on information is the 
operaticn of a number of press and media outlets in a 


competitive environment. 


The respondent subsystem, in addition to the free press, is 
protected with parity infcrmation streams by the growth of 
strong and enlightened consumer and special interest groups. 
Organizations such as the Committee for an Independent 
Canada,239 the Naticnal Farmers' Union,2*° and the earlier cited 
Canadian Mental Health Association,2*4 broadcast and publish 


continually, maintaining in their respondent system a basis for 
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verificaticn and increased accuracy in the emergent information 
sets. Deterrent policies to the development of these and other 
Similar types of groups, (such as postal regulations which 
charge non-profit publications higher mailing rates than 
commercial publications) are ultimately dysfunctional for the 
cybernetic process. The possibility of a complex systen, 
functioning on the basis of reliable, representative information 
is dependent on effective parity mechanisms operating throughout 
the entire system. The alternative is a complex cf actions 
based on error and manipulation, which inevitably undermine the 


entire governmental precess, from which no citizen escapes. 


Summary 


In this final chapter, the insights that have emerged from 
the cyternetic analysis undertaken in this thesis have been 
applied to public policy issues. By conceptualizing social 
process in terms of information formation, or alternatively as 
the thesis title states, the morphology of knowledge, we can 
improve our understanding of a complex and highly bureaucratized 
world. It is hoped that this new understanding will, as the 
thesis implies, yield more effective and appropriate citizen 


action to ensure the continued expression of human concern and 
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administration of legislation. 


Reinhard Bendix, Max Weber: An Intellectual Portrait, 
London: Methuen, 1959, pp. 451-52. 


Orders-in-Council are the official Cabinet decisions that 
have been signed by the Lieutenant-Governor of the 
Province. 


EbLul peop. (cite, AP tetas. 


Professor Ellul has served in public office as the Deputy 
Mayor of Bordeaux, France. 


Unless the Premier has a systematic checking system to 
fellow through cn commitments made during local tours, he 
has no way of determining whether a promised remedial 
action has occurred. He may assume a department has 
undertaken the action, but the department may have already 
fully committed its staff and budgets, and accordingly are 
reluctant to act unless the commitment is accompanied by 
further funding. 


Bendix, Ope picdte pipe Wh45Z 


One propcsal relating to the newly established Athabasca 
University in Alberta suggested the construction of "space 
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sheds", which essentially are low-cost structures that 
could be rebuilt and remodelled quickly to suit changing 
purposes of the institution. This concept is very remote 
from traditional construction of high-cost steel and stone 
edifices which last for decades, and which eventually 
require expensive remodelling in order to suit reformed 
objectives of the institution. 


In Gentofte, a subdivision of Copenhagen, administrators 
in the elderly nursing care programs chose to remodel 
private homes and deliver meals with the help of fire 
department personnel as an alternative to moving these 
individuals, whe preferred the freedom of their private 
hemes, to large, regicnal nursing hospitals, as is the 
present practice in Canada. 


Ellul, ope Cite, pe 144. 


In the Government of Alberta, administration and 
Management affairs ccme under the jurisdicticn of the 
Perscnnel Administration Office, a centralized agency 
applying generally uniform precedures across the entire 
range of gcvernment departments. 


The Provincial Secretary was originally a legal position 
which served as the Keeper of the Great Seal cf Alberta 
and Registrar of the Province. Over a 50-year period, it 
developed into a large department administering many 
unrelated service programs. As part of an overall 
gcvernment objective to integrate program areas, these 
programs were reassigned to other departments, and the 
Previncial Secretary reverted to a position held by the 
Attorney General. 


Government administration continues to expand bureaucratic 
styles of organizaticn to new program areas on the grounds 
that it is the most efficient form of management. 


This is a term coined to parallel the social psychological 
ccncept of "death wish", 


Report prepared by the Special Consultant for members of 
the Cabinet, "Proposed Employment Development Fund," March 
157) A971 
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ibid. 


A draft document from the Minister of Finance, Government 
of Canada, to the Provincial Treasurer, Government of 
Alberta, January 15, 1971. 


Letter from the President of the University of Lethbridge 
to the Minister of Social Development, Government of 
Alberta, January 22, 1971. 


Letter from the Prime Minister of Canada to the Premier of 
Alberta, March 3, 1971. 


Report of the Deputy Provincial Treasurer, Government of 
Alberta, April 7, 1971. 


Letter from the Special Consultant to the Premier of 
Alberta, April 8, 1974. 


Minutes of the meeting of the Special Programs Committee, 
Government of Alberta, April 8, 1971. 


Gerhard E. Lenski, Pewer and Privilege, New York: McGraw- 
Hill, 1966, pps /6369=382. 


It is estimated, from discussions with the Civil Service 
Asscciaticn of Alberta, that over 95 percent of the Civil 
Service employees in Alberta are engaged in "mechanical" 
tasks. 


See Chapter II of this thesis. 


One incident in 1966 clearly demonstrated the official 
limits cn policy discussions. A recent university 
graduate (who is now a senior parks planner in the 
Province of British Columbia) voluntarily prepared and 
distributed a major dccument on government parks policy. 
He was called in by the Deputy Minister, politely 
reprimanded, and directed to personally recover every copy 
he had distributed. 


F.eJ.e Roethlisberger, and William J. Dickson, Management 
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and the Worker, New York: John Wiley & Sons, 1964. 


While the writer was a patient at the University Hospital, 
Edmonton, he observed a time-motion study being undertaken 
to determine the efficiency of nurses in their ward work. 


Cis motions passed at the 1974 Annual Convention of the 
Civil Service Association of Alberta. 


George Ce. Homans, The Human Group, London: kcutledge 6 
Kegan Paul, “3951p pe ChB EF 


This type of comment is often heard when a progran 
recipient applies just past a regulated deadline, but is 
nevertheless accepted. 


Edmenton Journal, May 9, 1973. 


Native People (Edmonton), Vol. Gp Nogi ota, cMay ha; 


ibid.,; May 8, °1973. 
EST. fF Mayeo, “97s 
bid., May 9, 1973. 


Alberta Hansard, March 20, 1972. 


Edmonton Journal, May 9, 1973. 


Alberta Hansard, May 7, 1973. 
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Edmenton Journal, May 9, 1973. 


Ibid., May 10, 1973. 
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Wendy Gray, The Native People, op. cit. 


Report frem the Vice-Chairman, Alberta Hospital Services 
Commission, to the Minister of Health and Social 
Development, Government of Alberta, Juiy 25, 1973. 


Section 26-9-1-(2), Order-in-Council 1312/73, Government 
of Alberta, August 28, 1973. 


This is an English translation of the concept used by the 
imprisoned Ukrainian civil activist, Valentyn Moroz, to 
describe the passive citizen, 


LN. Tolstoy, “8 
Bocks, 1966, fre 


esurrection, Middlesex, England: Penguin 
“47-48, 


ibid«, Pe 450. 


The Salvation Army, with government grant assistance, has 
provided many social services to poor urban residents, 
particularly transients. 


The Society for the Prevention of Cruelty to Animals 
operates pet cecntrcl pregrams, under municipal contracts, 
in the Vancouver region. 


See Victor Ehrenburg, From Solon to Socrates, London: 
Methuen, 1968, pre 204-25. 


Bohn, "“Kapitulirt der Staat?", Politische Meinung (1962), 


in Jacques Ellul, The Political Tilusion, New York: Alfred 
kei Knopf, 167p0p-e G13986 


Easton, Op... €its, es 398s 


For an extended analysis cof propaganda, see Jacgues Ellul, 
Propaganda, New York: Alfred A. Knopf, 1967. 


In 1937, the Social Credit government introduced the Press 
Act, which was not designed to censor informaticn but to 
require that newspapers provide free and equal space in 
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their publications for government to rebut articles which 
it felt were biased and unfair. In 1938, the Supreme 
Court of Canada declared this Act ultra vires, disallowing 
its implementation. 


These three-stage surveys, undertaken in the Spring of 
1971, accurately mcnitored the decline of popular support 
for the Sccial Credit government, and the increase in 
public support for the Progressive Conservative party 
under the leadership of Peter Lougheed, now Fremier of 
Alberta. 


in the early stages of the Watergate case, former 
President Nixon stated that any cover-up activities, of 
which he was unaWare, were the responsibility of 
subordinates. Evidence from tape recordings presented in 
federal court revealed Nixon's direct involvement. 


Politicians sometimes magnify simple issues into crisis 
proportions in order to keep attention from shifting to 
other policy areas that are in serious difficulty. 


The classic illustration cf this is the perjured witness 
who falsifies testimony in order to protect an associate 
from having his true activities disclosed. 


In the Canadian provincial election in British Columbia in 
1972, Premier Bennett stressed the threat from Socialists, 
and in the 1974 general election in Britain, Prime 
Minister Heath warned the public about communist influence 
in the labour movement. 


Questioning and search procedures by national police 
forces, such as the RCMP, are often imposed on law-abiding 
citizens, without any explanation except that the action 
is being undertaken for security reasons which are 
unspecified. 


George Kupfer, Edmonton Study: Community Cpportunity 
Assessment, Edmonton, Alberta: Queen's Printer, Province 
OLfpatbertay 1967, op. S475. 


This minister served in the Government of Alberta as 
Minister cf Highways. 
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Excerpt from Press Release, Strom Team Headquarters, 
Edmcnton, Alberta, November 20, 1968. 


Edmonton Journal, December 2, 1968. 


George Kupfer, George Diadio, and Harland Magneson, 
Resource Mobilization for Employment, Edmonton, Alberta: 
City of Edmontcon Social Service Department, 1970. 


This was one suggestion presented by representatives of 
the Lesser Slave Lake community of Faust, relating to the 
economic rehabilitation of this low-income area. 


The Community Development program was re-established under 
the Human Resources Development Authority. With the 
change of government, the remaining officers were 
reassigned to other government agencies. 


It is unlikely that the entire Watergate episode would 
have been disclcsed had it not been for the diligent 
efforts by rerperters of the Washington Post. 


A Chicago-based organization, the Audit Bureau of 
Circulaticn, is the recognized authority for 
authenticating circulation records of newspapers, upon 
which advertising rates are based. 


An internal government survey indicated a significant 
increase in basic information by residents who read the 
issues of these magazines. 


Edward Goldsmith, "Is Science a Religion?" in The 
Ecologist; Vols) 5:12) (Februar yo1975) g. pa h62. 


Jay Ww. Forrester, "Counterintuitive Nature of Social 
Systems," in Technology Review, Vole 73, 1971. 


Mihajlo Mesarovic, and Eduard Pestel, Mankind at the 


Turning Point, New York: E.P. Dutton & Co./Reader's 


Digest Press, 1974, ppe 53-54, 


Gideon Sjoberg, and Reger Nett, A Methodology for Social 


yatew a teoehest Mae meg ae 


se cnr ie 


“v My Ry ted) ae oii. ‘f a : 
5 Sat Pra } We ei; 
~e OO Aaya 


i fie ef | eta4 Ta Cee Me 


A eye 
i. : 4 ; , y a 
\ re / pip re | , 4 JE ea 
f oe »: nt) a 
grey ta cent ge 


iv 


iho. roa oka al 
ry a art . ; - « i ‘poste Dy iy 
whe el (ens apie ar ,, 


Aygo RRR RR ai 
“= goecag tle mans 


i whe lis 

Pon oft Lae soo Aihe HY “iB 

a ieee BAT) me pa fa ; | : ey ¢ 
eal ep bes ddd iti Merit, pepe ve hs: 


ny” Waes ae | beabheh? gtk reaes 


2 rar senptaad © ai af 5 


y ahs, i "ee eay bbe ie fi ye Bak coat ve elation Pilste ate 
OE he Niemi Se EEE teow; ria. oon sey agin viene 


ae Staab 3 assy tau ov idEush a ee ee i Qtrse. 
Fie” pik Meee ay SALE paetoeaeS a: ita oth | 


ska b ie dint ae Sd a Oe ute | ame Stes unok onvhadh | ore 
ais ‘3 in. Pe iG = 74 oe ru . | ‘ 


wen Mec an vet pero vaepid io | 
pReltbeiteR ng. stag aepad an Pao kt ets), 


; her? 
4 Aa eas le | aR yt Aa, 


. 


220. 


221. 


222. 


a256 


224, 


225. 


PPR OE 


227. 


228. 


229.6 


2306 


Research, New York: Harper & Row, 1968, p. 290. 


The Americana, A Universal Reference Library, Vol. VII, 


New York: Scientific American Compiling Department, 1912. 


Cf. Gwynn E. Nettler, "Knowing and Doing," in Socia 
Science and Social Policy, Edmonton, Alberta: Human 
Resources ‘Research Councilroft Alberta, 1971, p. 7 ff. 


Peter F. Drucker, The Age of Discontinuity, New York: 
Harper & Row, 1968, p.e 212. 


Gerhard Ee Lenski, Power _and Privilege: A Theory of 
Social Stratification, New York: McGraw-Hill Bock Company, 
1966, ppe 348-49. 


E.F. Schumacher, Smail is Beautiful, New York: Harper 6& 
ROW, 1973; Pe 228% 
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John A. Hostetler, and Gertrude Enders Huntington, The 
Hutterites in North America, New York: Holt, Rinehart and 
Winston; 1967, “p. 32; also see Karl Peter, Factors of 
Secial Change_and Social Dynamics in the Communal 


Settlements of Hutterites, 1527-1967, PheDe thesis, 


University of Alberta, 1967. 


See RM. Kanter, Commitment and Community, Cambridge, 


Mass.: Harvard University Press, 1972. 


See Jan Myrdal, and Gunn Kessle, China: The Revolution 
Continued, New York: Vintage Books, 1972; and J.K. 
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Galkraith, 
Library, 197 


_China Passage, New York: New American 


Drucker, Ope’ Cite, Pe 299. 


A discussion of this approach is found in "Systems 
Engineering and Urban Problems," included in the work 
Cybernetics and the Management of Large Systems, Edmond M. 


Dewan (ed.), New York: Spartan Books, 1969, pp. 147-56. 


The Swedish firm of Volvo has built a new factory in 
Kalmar, Sweden, based on work team organization. This has 
replaced the traditional assembly line for the manufacture 
of cars. 


This situation was pointed out by an analyst of the 
Government of Alberta, who felt the surrceundings for 
marriage license application and civil ceremonies should 
have been a positive and sensitive architectural 
environment. 


Chancellor Brandt of West Germany resigned after it was 
revealed that cne of his personal assistants was a high- 
ranking Soviet spy. President Nixon of the United States 
resigned following collapse of his assertions that he was 
unaware of legal interference in the Watergate case. 


Based on discussions with the Danish Ambassador to Canada, 
1975. 


Senator Keith Davey conducted a Senate inguiry into the 
Mass media during the early 1970's, 


The Committee for an Independent Canada is an independent 
organization championing economic nationalism. Its policy 
pesitions are generally based on thorough, independent 
research, which often produces information at variance 
with government. 


The National Farmers' Unicn, one of a number of Canadian 
farmers! organizaticns, has gained a reputation for 
aggressive, confronting strategies in relation to 
governments. 
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The Canadian Mental Health Association is a major 
voluntary action organization which undertakes public 


education programs, and lobbies for improved governmental 
programs in the mental health field. 
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